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Executive Summary 


The Financial Advisory Committee to the Selectmen (FACTS) was appointed by the Winchester Board of 
Selectmen to advise them on financial planning. The FACTS Committee's most important factual findings 
and recommendations can be summarized in nine categories or themes, as follows. Throughout our 
report, references to the Town mean Winchester as a political whole, including both the municipal and 
educational functions. 


Findings and Recommendations for Improving Town Processes 


Our first four sets of findings and recommendations deal with improvements in Town management and 
processes in the areas of planning, communication, information technology and financial policies. 


The Town should improve and institutionalize its long range planning processes. 


The Town's long range plans should include, at a minimum: five year financial plans for municipal and 
education departments; twenty year infrastructure replacement plans; and a master plan for zoning and 
land use. Where indicated, planning should be supported by information systems, consulting assistance 
or new employees. Most important, however, is the will to develop plans, and the discipline to use and 
update plans after they are developed. Plans imply the existence of articulated objectives. Each major 
Town function should have a clearly articulated goal, and the medium term and long-range plans should 
be designed to fulfill those goals. We also have recommendations on the strengthening of the School 
Committee's strategic plan, a planning process that we support. FACTS recognizes the limits of planning 
and forecasting, but firmly believes that institutionalized planning will improve the lives of the Town's 
citizens. 


The Town needs to do a better job of communicating to the citizens. 


Recognizing that municipal finance can be complex, and that communication itself can cost money, 
FACTS believes that steps can and should be taken to make budget documents more comprehensible, to 
better report expenses by program, and to more fully disclose all items of revenue and expense. Our 
report makes specific recommendations concerning revolving fund reports, gifts to the Town, and reports 
to the citizens. Further, improvements in Town information systems should be made to enhance 
communication among Town officials and departments on a daily basis. 


The Town has under invested in Information Technology and should improve its transaction and 
analysis capabilities. It should evaluate the improved use of Information Technology in all facets 
of Town management. 


The Town needs a new management information system (MIS) and associated information network. 
Much of the burden FACTS placed on Town employees was a direct result of the lack of accessible 
financial information in easy to understand formats. A new MIS would allow the preparation of timelier 
and more comprehensible reports, facilitate medium term and long term planning, and enhance 
communication among departments, with citizens and others. FACTS supports the mission of the 
Selectmen's MIS committee. 


The Town should adopt financial policies that would form the basis of our annual revenue and 
spending decisions. 


The Selectmen should adopt explicit financial policies governing the development and submission of 
budgets. These policies should include, for example, benchmarks for capital investment and 
maintenance, for appropriations to the Stabilization Fund, a policy on the sale of town assets, and others. 
Some suggested policies are set forth in our Recommendations. Obviously, the policies should be 
consistent with the Town's long-range plans and mission statements. 
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FACTS suggests that the School Committee adopt financial policies as well, including financial 
management objectives for Special Education. Existing policies that directly and materially affect the 
budget, such as class size objectives, should be periodically reviewed and updated, as appropriate. 


FACTS recognizes that financial policies may not be adhered to in all instances. However, non- 
compliance with stated policies should be clearly noted, and the reasons for deviating from these policies 
should be explained to Town Meeting and the citizens. Financial policies will help make the choices of 
elected officials more explicit. 


Findings and Recommendations on the Town's Finances 


FACTS also made specific findings of fact regarding the Town's finances. The key findings are as 
follows. 


The Town is extraordinarily dependent on the residential property tax and has become 
increasingly dependent on fees. While the Town receives a relatively modest level of state aid 
compared to other towns, rapid growth in state aid has been crucial to Winchester's finances in 
the last five years. 


FACTS reviewed all sources of Town revenue. Due to its very small commercial tax base, the Town is 
extraordinarily dependent on the residential property tax. Further, because the Town has relatively high 
real estate values and high average per capita income, it receives only a modest amount of state aid. As 
a result, the residential property tax accounts for over 90% of tax revenues and over 70% of total Town 
revenues, a high percentage on both counts. This fundamental fact colors every other aspect of the 
Town's financial situation. The following table compares Winchester's residential tax revenue to its 
commercial and industrial property tax revenue from 1983 to 2000. 


Sources of Tax Revenue 


Residential Commiind. Residential Comm/Ind 

Revenue Revenue Percent Percent 
1983 $ 15,319,941 $ 2,281,418 87.04% 12.96% 
1988 $ 20,085,682 $ 1,754,271 91.97% 8.03% 
1993 $ 24,002,762 $ 2,277,419 91.33% 8.67% 
1998 $ 29,105,996 $ 2,064,094 93.38% 6.62% 
2000 $ 31,651,975 $ 1,981,862 94.11% 5.89% 


The following table compares Winchesters commercial and industrial tax revenue and state aid to a group 
of other cities and towns. The comparison of Winchester to cities and towns with large commercial tax 
bases is particularly striking. 
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Comparison of Sources of Total Town Revenue 


96 TOTAL 96 Remaining Percent, 
Commercial 96 State from Shouldered 
and Indust. Aid Cll & State by Local Residents” 


Weston 
Winchester 
W ayland 
Belmont 
Cohasset 
Acton 
Concord 
Wellesley 


N. Reading 
N. Andover 
Melrose 
Andover 
Bedford 
Medford 
Woburn 
Wilmington 
Burlington 


Average 


90.6% 
87.0% 
86.1% 
85.7% 
84.3% 
82.8% 
82.6% 
81.6% 
79.6% 
77.3% 
76.9% 
76.9% 
76.8% 
76.3% 
75.5% 
74.4% 
72.8% 
71.2% 
63.0% 
62.0% 
57.2% 
52.5% 
48.0% 


74.8% 


The importance of residential real estate taxes is not the whole story, however. Over the last five years, 
the Town has seen significant increases in three revenue sources: "new growth" adjustments in property 
taxes; auto excise taxes; and state aid, including education reform (Chapter 70) funds. 
particular, has grown very quickly over the last five years. All of these are indirectly dependent on the 
vitality of the Commonwealth’s economy. The Town cannot assume that these sources of revenue will 


grow as they have in the last five years. They might even decline. 


The following graph illustrates the Town’s overall revenue sources by major category. 


State aid, in 
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Total Revenue FY90 - FYOO 
Town of Winchester 


60,000,000; 
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As can be seen, the Tax Levy remains the predominant source of Town funds. State aid and the motor 
excise tax, however, have grown quickly over the last five years, and have been important contributors to 
the Town's ability to fund expense growth over this period. State aid grew 11.496 per year between FY 
1995 and FY 2000. 


Most of the Town's expenses are growing with the rate of inflation and wage increases; those 
expenses that are growing faster are outside of the Town's control. While we have identified 
efficiency improvements, we observe little opportunity for significant expense reductions without 
matching service reductions. 


The FACTS Committee reviewed all revenue and expenses recorded by the Town's accounting system 
over a nine-year period, examining hundreds of distinct object codes. Our observation is that most 
municipal expenses are either (i) growing in line with collective bargaining wage settlements or (ii) 
fundamentally outside control of the Town; such as energy supply costs or health insurance premiums. 


Educational expenses are growing more quickly than municipal expenses, and this additional growth is 
largely explained by: (i) increases in Special Education, (ii) increases in staff to maintain class sizes in the 
face of enrollment growth and (iii) expenses to implement new technology and curriculum reforms. 
Special Education, as a mandated entitlement program, is fundamentally beyond the Town's control, 
although steps have been taken, and should continue to be taken, to moderate the rate of increase. 
Increases in School appropriations have primarily gone to fund special education services. Special 
Education now accounts for nearly 1096 of all Town expenses. 


Each year, almost one percent of the Town's revenue "migrates" from the municipal budget to the 
education budget. The most recent Town Manager's budget report identified over $900,000 in un-funded 
municipal programs that the Town Manager's budget would have recommended for implementation. 


The following chart shows the changes in major expense categories over the last ten years. The 
significance of this chart is not growth in the total but the change in the underlying components. Clearly, 
the most dollar growth has been in education, and this is a long-term trend. 
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Total Expenditures FY90 - FYOO 
Town of Winchester 
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The pie chart on the following page shows the relative contribution of budget categories to the Town's 
expenses. 


This chart, if nothing else, illustrates the importance of education to the Town budget. As our report 
details, however, we found that this growth is largely explained by state mandates and enrollment growth. 
The absolute increases in education spending are not as troublesome as the effect those increases have 
on our ability to fund other Town programs. A prominent example is investment in capital infrastructure. 


Historically the Town has under invested in Infrastructure. 


Until recently, the Town has under invested in its infrastructure. The steady growth in operating budgets 
has historically been financed by reducing expenditures on capital and maintenance. This can be seen in 
the condition of school buildings and the condition of roadways in particular. There are many other 
deferred capital and maintenance projects throughout the Town. FACTS recommends that the Town 
allocate more funds for building maintenance and roadway repair. However, the Committee has not 
identified a ready source of funds within the existing budget to meet this need. 


The squeeze on operating costs has also caused many items of moveable equipment with relatively short 
useful lives (e.g. radios, police cruisers and computers) to be treated as capital items for planning 
purposes rather than recurring expense items, which confounds and complicates the long term capital 
planning process. 


The Town has already recognized the deplorable condition of the School buildings, and plans for the 
extensive renovation of two schools have been approved (one of which is complete). FACTS supports 
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the completion of the Education Facilities Planning and Building Committee's (EFPBC) master plan. 
Completion of the plan, however, will require additional revenue. 


The 2000 Expenses Pie 


El DepartName 
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Recreation Admin. 6200 

Debt 7100/7500 
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The Town can and should take steps to raise revenues immediately. This new revenue will assist 
in relieving the stress on some existing programs but it will be inadequate to fund large new 
programs, such as school renovation. 


FACTS recommends that fee based or fee supported programs be moved toward breakeven status as 
quickly as possible. The Cemetery is a good example. Other fees, such as building permit fees, should 
be raised to be comparable with other Towns and to support other public policy objectives. The Town 
also should take steps, as identified in our Recommendations, to fairly and equitably identify new growth 
(derived from both new construction and remodeling) in the property tax base. 


Economic Outlook for the Town. 


Our financial findings suggest that certain long-term trends are at work in the Town budget. Accordingly, 
FACTS developed a simple financial model for the Town, based on the major budget categories used by 
the Town Managers office, and incorporating data drawn from the Comptrollers report. Using 
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assumptions generated by the Town Manager's office and the Superintendent of Schools, FACTS 
projected the results for the Town's financial operations for the next 10 years. We also created an 
alternative set of assumptions, using more favorable assumptions for state aid, new growth and other 
revenue sources. We consider the two projections to illustrate two extremes: a favorable case and a 
conservative case. The most probable reality is somewhere between the two. 


The following graph illustrates the results predicted by the two models. 


Base Case Scenarios - Conservative and Optimistic 
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The conservative trend shows a deficit in FY 2002 of $3.35 million; the optimistic case shows a deficit of 
"only" $1.32 million. While there are significant differences between the two scenarios, both project 
increasing deficits with each passing year. Of course, the Town cannot by law adopt a deficit budget. 
The real implication of the two models, then, is that discretionary programs will grow more slowly or even 
undergo real cuts, as non-discretionary or hard-to-manage costs crowd them out. It is difficult to foresee 
major investments in infrastructure or maintenance of capital assets under these scenarios. 


We recalculated our model including the effect of fee increases detailed in the recommendations section 
of our report. Overall, fee increases did not lead to a material long run improvement in our projections. 
We also ran projections showing the cost of completing the EFPBC master plan and the Aberjona flood 
control program, taking into account federal reimbursements and state aid. The following graph 
summarizes the results. 
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Adjusted Base Cases with Fee Increases Plus Completion of Major Capital Program 
(Assumes Twenty Year Bond at 496, Beginning in 2002) 
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Our model suggests that the cost of these capital projects and current operating budget trends will far 
outstrip our current revenue sources, even if supplemented with fee increases. 


Our analysis of historical financial data and our financial projections lead us to the following conclusions. 
First, the completion of major capital projects, such as additional major school renovations or flood 
control, will require either one or more debt service overrides or extraordinary changes to Town 
operations, i.e. a major reduction in workforce. No amount of belt tightening, fee increases, or operational 
efficiencies will result in the general fund surpluses necessary to fund these large capital projects, 
particularly if prudent reserves are established for maintenance. 


Second, existing financial trends are slowly compressing municipal services. Modest service 
enhancements, such as increased operating hours at the library, have been possible only because of 
unusual and recent "new growth" in the tax levy and increases in auto excise tax. Service enhancements 
will be the exception, not the rule. 


Third, school expense growth is primarily driven by special education, and secondarily driven by 
enrollment increases and education reform costs. Given that special education is a mandated 
entitlement, any further increases in enrollment will put extraordinary pressure on the School budget and 
its ability to meet the expectations of parents and state objectives for investment in school technology. 


The voters will soon be faced with clear choices of what services they want to provide for themselves and 
for the Town's children. There are options for modest revenue enhancements that can be captured in the 
short term. There are process changes that can improve the Town's ability to plan and communicate. 
More likely than not, however, the Selectmen will be faced with stark choices. The timing of these 
choices depends, in part, on factors we do not control, such as state aid, new growth in the tax levy, 
special education entitlements, and school enrollment. A strong economy or generous state aid could 
delay the day of reckoning. Continued neglect of long-term capital needs will allow continued funding of 
services, but at a price. Our analysis suggests that without substantial new revenue sources, the Town 
will not be able to meet all of its foreseeable needs for services, maintenance and capital infrastructure. 
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How does Winchester compare to other towns? 
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Section 1 - Background and Methodology 


In May 2000, the Winchester Board of Selectmen interviewed candidates for appointment to a long-range 
financial planning and analysis committee that would report to the selectmen and “conduct a complete 
analysis of the service requirements, operations, and finances, including revenues and expenses and 
financial management practices and procedures, of the Town and schools, to determine the following: 


e Are there new ways in which the Town and schools can and should increase revenues? 


e Are there ways in which the Town and schools should change their operations and procedures or 
service delivery so as to minimize costs? 


e Are there procedures in place that provide for a full accounting of all town and school 
expenditures, and how effective have these procedures been? 


e Are there unavoidable costs, crucial to the quality of life in this residential community, which 
confront us now and in the coming years and make necessary some form of tax increase?" 


In June 2000, the selectmen chose eleven of the Town's residents, who are named in this report, to serve 
on the committee. The selectmen then named the committee the "Financial Advisory Committee to The 
Selectmen (FACTS)." 


From mid-June through October, FACTS met at least weekly, and most weeks more often, to gather the 
financial data and operational information necessary for the committee's work. In gathering and analyzing 
this data, the committee undertook a three-step process in order to meet the selectmen's October 2000 
reporting deadline. 


First, FACTS focused on the ability of each Town department to operate within its budget limitations. 
Second, FACTS invited comments and recommendations from public boards and private citizens. Third, 
after collecting data and considering recommendations from Town employees, public officials and private 
citizens, the committee addressed a number of options available to the Town to provide community 
services within the range of existing and potential revenue sources. 


During June, a uniform template of questions was designed by FACTS for the Town's department heads, 
to obtain meaningful data across all department lines for comparison on budget, personnel and 
operations. FACTS then formed four subcommittees to interview the department heads, and two 
additional subcommittees to study, respectively, the Town's overall financial and community profiles. 


Later in the summer, while interviews with department heads were still being conducted, FACTS held 
public sessions with the leadership of the Town's Finance Committee, Capital Planning Committee, 
School Committee, Assessors, Planning Board, Education Facilities Planning and Building Committee 
(EFPBC), Ad Hoc Committee on Revenue Review (a 1991 committee), and the Town Moderator. Public 
sessions were also held to receive comment from private citizens and community groups, including the 
leadership of Advocates for Quality Education and the Winchester League of Women Voters. 


FACTS then held a series of public meetings with lengthy discussions among the committee members to 
interpret the significance of the data that had been collected during the summer. At each of those 
meetings, individual committee members presented relevant information and recommendations from 
FACTS subcommittees, and the full committee then evaluated and debated the input from each of the 
subcommittee presentations. 


Through this process, FACTS arrived at its findings and recommendations that are published in this 
report. The committee's insights are offered in this report to help the Town's leadership establish and 
maintain a budget process that will consistently balance the Town's annual budget demands with its long- 
term financial needs, so that Winchester will be better prepared each year to meet both its current and 
future financial obligations. 
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Revised Questions and Report Structure 


Based on the community feedback and the FACTS Committee's judgement we have extended the 
original questions posed by the Selectmen. These revised questions form the framework for our report 
and recommendations. The new questions are (updated and eliminated): 


e How does Winchester compare to other towns? 
e What is Winchester's current financial situation and what are the key drivers of this situation? 
e Are there new ways in which the Town and schools can and should increase revenues? 


e Are there ways in which the Town and schools should change their operations and procedures or 
service delivery so as to minimize costs or improve quality? Are there new programs or services 
which the Town and schools should offer? 


e Are there procedures in place that provide for a full accounting of all town and school 
expenditures, and how effective have these procedures been? 


e What is Winchester's economic future? Are there unavoidable costs;-erucia-te-the-quality-ofdife 
ip—this—residential-community, which confront us now and in the coming years and make 


necessary some form of tax increase? 


The report follows this outline. We first address comparing Winchester with a collection of 22 
representative towns - this provides a framework for establishing both our current demographic and 
financial trends. We then review the recent history of Winchester's finances with a variety of analyses 
designed to identify the critical revenue and expense items that drive our financial condition. 


To answer questions 3,4 and 5 we undertook a detailed analysis of each department within the town. We 
present detailed findings concerning the operation, plan and challenges facing each department. To 
answer question 6 we constructed a modest economic model of the Town which extends 20 years. This 
model allows us to forecast revenues and expenses and to test the impact of various revenue, expense 
and capital choices which face the town. 


The FACTS Committee 
The members of the FACTS team are: 


Alan G. Macdonald, Chairman Agmmbr@aol.com 

Salvatore F. Battinelli Sfbbha@aol.com 

Michael Cassidy Michael_Cassidy@bc.edu 
Frederick D. Herberich Fherberich@aol.com 

Stephen R. Lynch Herocoating@mediaone.net 
John B. Miller Jbmiller@mit.edu 

Sara E. Oseasohn Sara_Oseasohn@harvard.edu 
Paul J. Puzzanghera Pjp@mediaone.net 

Carol S. Savage Csavage@mediaone.net 
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David S. Szabo Szabo-wing@mediaone.net 
Robin F. Wortmann Wortmann10@aol.com 
The Web Site 


The FACTS Committee has created a web site that holds all of our essential documents. The site is 
available to any citizen. Contact information is: 


Address: www.winchesterplanning.intranets.com 


Login name: | Observer 


Password: Winchester 
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Section 2 - Winchester - A Community Profile 


Methodology/Background 


The following analysis draws comparisons between Winchester and 22 other Boston area towns based 
on a variety of measures. 


The purpose of the analysis is to paint a portrait of Winchester and to put the Town in the proper context 
versus other area towns. Its comparative tables illustrate similarities and differences between Winchester 
and other towns. 


The 22 "comparison" towns used in this analysis were chosen because they have been used for 
comparison purposes at one time or another in prior town analyses. 


The primary source of data for this analysis is the Massachusetts Department of Revenue's Division of 
Local Services data. With the Assistance of the Assistant Town Manager and the Comptroller, the 
Winchester data has been reconciled with the Town's financial reports. Adjustments have been made for 
a comparative accounting of Chapter 110 data (residential debt portion of water & sewer), given 
Winchester's unique collection of this revenue via residential tax bills (see Appendix). 


Selection of Benchmark Towns 


The Community Profile team of the FACTS Committee picked five towns to use as benchmarks in the 
department profile sections of this report. Our objective was to select towns that approximated Winchester 
in objective economic measures, as well as subjective quality of life measures. The following five towns 
were selected: Newton, Belmont, Acton, Stoneham, and Cohasset. 


The following methodology was used to select these five towns. Statistical data on Massachusetts 
municipalities from the Department of Revenue was imported into an excel program. We selected five 
characteristics to sort by: per capita income, total operating budget, population per square mile, 
percentage of tax base that was residential, and percentage of high school graduates attending four year 
colleges. We thought these five standards captured characteristics of size, relative affluence, and at 
least one quality of life measure. 


We then sorted the spreadsheet for each of these five factors, and picked the towns on each measure 
closest to Winchester--the five directly above Winchester, and the five directly below Winchester. (The 
committee excluded towns outside of Route 495, because it believed that distance and proximity to 
Boston was an important quality of life measure). 


After bracketing ten similar towns for each of the five measures, the committee looked for overlap among 
the five lists of ten towns. We found nine towns that appeared within a bracket of ten to Winchester on 
two or more of the five measures selected (Belmont, Stoneham, Newton, Acton, Cohasset, Manchester, 
Marblehead, Bedford, and Hamilton). 


Considering these nine towns, the committee members then each voted for five towns to use as final 
benchmarks. We broke ties by using a sixth measure--assessed value of home per capita—and 
compared the towns with an equal number of votes among the committee members to Winchester on this 
sixth criteria to determine which town to select. 


The Facts Committee feels that each of these five communities has much in common with Winchester, 
although in differing aspects. The Committee selected relatively affluent towns with large residential tax 
bases. We selected some neighboring towns, but also achieved some geographic disparity both in size 
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and location. Finally, we utilized three towns that were used by the Finance Committee in their 1995 
trends study, but selected two new towns as well. 


Limitations 


It should be noted that using state data for comparative purposes has limitations. Differences in 
accounting practices across towns, such as unique accounting of Winchester's Chapter 110, may exist. 
Calculations must also be done thoughtfully. For example, some measures are appropriate to compare 
per capita, others may not be. FACTS adjusted for and/or noted these inconsistencies and limitations, 
where they were known. 


Comparative income data relies on U.S Census data, which is quite out-of-date. The most recent year 
reported is 1989. This data should be updated when the 2000 Census is released. 
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Population, Housing, & Income 
Winchester ranks in the top 596 of towns in the commonwealth on measures of wealth. 


e  |tranks 14" in the state on per capita income (of 351 towns, based on 1989 income). 
e  Itranks 15" in the state on average home value (of 351 towns, based on FYOO) 


e Relative to 22 Boston area comparison communities it is in the top 10 on both income and 
housing value. 


High income and high housing values are related. 


e Towns with high income tend to be those with high housing values. The same 10 comparison 
communities ranked highest on each measure. 


Winchester's 5.9 square mile landmass is among the smallest in the state, ranked 341 (of 351). 


e Of the benchmark towns, only Arlington, Melrose, and Belmont are slightly smaller at 5.18, 4.73, 
and 4.59 square miles respectively. 


Winchester is the 31* most densely populated town in the state. 


It ranks 6" of comparison towns: 


Town Pop Per Sq. | State Rank 
Mile 

1 | Arlington 8384 9 
2 | Medford 6819 15 
3 | Melrose 5788 16 
4 | Belmont 5208 17 
5 | Newton 4489 25 
6 | Winchester 3447 31 
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Population, Housing and Income Statistics 


1989 FYOO Density 
Per Cap State Avg Home State 1998 State (Pop/ State 
Income Rank Value Rank Population Sq Mile Rank Sq Mile) Rank 


Weston $46,855 $673,670 10,651 ; 620 153 
W ayland $34,646 $393,911 12,343 : 807 123 
W ellesley $32,253 $535,170 26,789 ; 2,666 40 
Concord $31,655 $467,344 17,867 : 716 138 
Cohasset $31,166 $358,491 7,094 719 133 
Lexington $30,718 $382,739 29,594 1,796 59 
Winchester $30,615 $374,450 20,339 3,447 31 
Newton $28,840 $440,991 80,345 4,489 25 
Needham $27,935 $345,903 27,924 2,234 49 
Belmont $26,793 $434,768 23,907 5,208 17 
Andover $26,327 $313,846 31,424 1,010 
Acton $25,792 $293,642 19,206 957 
Bedford $24,590 $306,163 13,947 1,016 
N. Andover $22,957 $249,767 25,065 941 
Arlington $21,449 $212,619 43,431 8,384 
Reading $21,074 $248,714 23,371 2,375 
Burlington $20,374 $216,202 23,694 2,001 
Melrose $20,202 $234,741 27,376 5,788 
N. Reading $19,100 $228,254 13,219 997 
Stoneham $18,220 $218,926 22,254 3,691 
W oburn $18,155 $165,828 37,070 2,883 
W ilmington $17,275 $169,308 20,593 1,206 
Medford $16,941 $167,364 55,981 6,819 
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Average $25,823 $323,166 26,673 13.7 2,642 


SOURCE: Mass. Dept of Revenue, Division of Local Services 
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While property values in Winchester are higher than comparable homes in many surrounding 
communities, values within Winchester span a wide range. 


Winchester home sale prices have been rising steadily over the past 6 years. 


All segments of the market show this upward trend. Fewer homes sold for $200K or less in FY98 and 
FY99 than in the prior five years. There have been an increasing number of real estate transactions of 
homes selling for over one million dollars, and the high end of sales prices in the $1 million* range has 
increased. 


The data shown below lists, and then graphs, home sales since 1993. This table shows numbers of sales 
in price bracket. 
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Winchester Home Sales 
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Average sale prices dropped from $326,400 in 1990 to $268,700 in 1993, as a result of the economic 
Since then, average sales prices have risen as listed below and shown 


downturn in Massachusetts. 
above: 


Housing prices have increased dramatically throughout Massachusetts: 


Year Price 
1993 $268,700 


1994 $269,800 


1995 $282,150 


1996 $301,800 


1997 $303,800 


1998 $317,100 


1999 $339,900 


2000 $375,000 
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Median Family Home Sales Price Increases ($000's) 


1996 2000 (Q2) Percent 

Change 
Acton 275 404 4796 
Arlington 213 350 64% 
Belmont 330 474 44% 
Burlington 187 274 47% 
Lexington 319 519 63% 
Reading 218 300 38% 
Winchester 310 495 60% 


Quality of Life 
Winchester enjoys a very high quality of life (as measured by education and crime statistics). 


The town ranked 9" in the state on the 1999 MCAS: 


Rank District Combined 
MCAS Score 
[1  |Havad |  2204| 
2 Wellesley 2201 
3 Weston 2199 
4 Lexington 2198 
5 Medfield 2194 
6 Wayland 2191 
7 Belmont 2186 
8 Newton 2184 
Hamilton-Wenham 2184 
9 Winchester 2182 
10 Sharon 2179 
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Westwood 2179 


Source: The Boston Globe, Wednesday, December 8, 1999' 


e Winchester students are generally college-bound. Of Winchester high school graduates, 81.5% 


attend 4-year colleges, placing the Town just below the top 10 on percent of graduates attending 
a 4-year college. 


e Education measures appear to be related to per capita income. The wealthiest communities rank 
highest in test scores and percent of graduates attending a 4-year college. 


Winchester residents are safe from violent crime and to a lesser degree property crimes. 


e These measures appear less related to income level than to other factors. 


1 Note: The Boston Globe rank omitted towns in its combined score ranking for towns that don't report data across all grades. For 


example Acton and Boxborough report elementary data separately, but high school data combined (as they share a high school). 
Neither town would be included in the Globe's analysis. 
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Quality of Life Data 


1989 1999 96 Grads Violent 

Per Cap Combined State Who goto Rank Total Rank Crimes Rank 

Income MCAS Rank 4 yr college (of 132) SAT (of 132) Per 1000 (of 132) 
Weston $46,855 * 2199 3* 94.696 2 1232 dis 0 129 
Wayland $34,646 * 2191 6 * 86.7% 15* 1204 3 4 108 
Wellesley $32,253 * 2201 2 89.796 10 * 1188 4* 25 60 
Concord $31,655 * N/A N/A 90.596 9* 1181 7* 23 62 
Cohasset $31,166 * 2174 12.* 85.096 18 * 1114 21 40 50 
Lexington $30,718 * 2198 4* 88.196 14 * 1207 2* 43 43 
Winchester $30,615 * 2182 9* 81.596 28 1128 15 * 6 98 
Newton $28,840 * N/A N/A 82.096 27 * 1188 4* 72 32 
Needham $27,935 * 2176 11* 89.096 12* 1138 12* 0 126 
Belmont $26,793 * 2186 7* 85.4% 16 * 1158 11 * 48 39 
Andover $26,327 * 2176 114 75.596 49 1118 19 * 14 74 
Acton $25,792 N/A N/A 82.996 24 * 1114 20 7 91 
Bedford $24,590 2171 13 * 77.2% 38 1111 22 0 119 
N. Andover $22,957 2137 32 72.496 60 1055 52 27 57 
Arlington $21,449 2150 24 75.8% 46 1072 42 42 45 
Reading $21,074 2154 23 77.0% 42 1090 36 4 104 
Burlington $20,374 2107 53 73.6% 57 1011 96 55 36 
Melrose $20,202 2107 53 66.5% 74 1013 92 16 72 
N. Reading $19,100 2160 20 65.2% 79 1061 48 10 86 
Stoneham $18,220 2128 38 70.0% 66 1024 80 41 48 
Woburn $18,155 2122 42 53.8% 110 990 104 48 41 
Wilmington $17,275 2099 61 40.5% 127 1030 77 84 27 
Medford $16,941 2044 105 40.8% 125 952 119 117 20 


SOURCE: Income from Mass. DOR/DLS; Combined MCAS Score from The Boston Globe, 12/8/99; Remaining data from Boston Magazine April 2000 issue, page 112 (Original 
Sources are: MCAS, Department of Education; Crime statistics - Mass. State Police). Note: The Boston Globe rank omitted towns in its combined score ranking for towns that 
don't report data across all grades. For example, Acton and Boxborough report elementary data separately, but high school data combined (as they share a high school). 
Neither town would be included in the Globe’s analysis. 
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State Aid 
Winchester is near the bottom of comparison towns on per capita state aid received. 


FY2000 Tot. State Index Per 
1989 Per Aid ex. School Per Capita Capita Aid 
Capita Constr. & State Aid Vs. 1998 
Income METCO ($000's) ($) Winchester Population 


Medford $16,941 $27,528 
Melrose $20,202 $12,090 
Reading $21,074 $9,386 
N. Reading $19,100 $5,029 
Arlington $21,449 $15,394 
Stoneham $18,220 $7,468 
Woburn $18,155 $12,280 
Wilmington $17,275 $6,362 
Burlington $20,374 $6,909 
Wayland $34,646 * $3,375 
Bedford $24,590 $3,603 
Cohasset $31,166 * $1,825 
Andover $26,327 $7,579 
Belmont $26,793 * $5,763 
N. Andover $22,957 $5,931 
Winchester $30,615 * $4,801 
Lexington $30,718 * $6,572 
Newton $28,840 * $16,843 
Needham $27,935 * $5,601 
Concord $31,655 * $3,466 
Acton $25,792 $3,643 
Wellesley $32,253 * $4,824 
Weston $46,855 * $1,915 


Note: The Department of Revenue provided FACTS with the Cherry Sheet manuals describing distribution formulas for 
each category of aid. Many of the formulas are based on relative wealth (equalized valuation) of a community. (FACTS 
will place the Cherry Sheet Manuals in the Library Reference Room.) Two major categories were removed from the Total 
Figure (School Construction and METCO) as those are only distributed to Towns with those projects or programs in place. 
Note, Chapter 70 (School Education Reform funding) is included in the State Aid figure. It could be argued it is more 
appropriately compared on a per-pupil basis, but since it is not strictly a per-pupil allocation, it is included in the figures 
above. 


SOURCE: Mass. Department of Revenue, Division of Local Services 
* Asterisks indicate 10 highest income, 10 lowest per capita aid, of towns shown. 


State Aid by Category, FY2000 
The following table summarizes state aid dollars received by category (shown in $ 000's): 
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State Aid by Category, FY2000 (in $ 000's) 


Exemptions 
School Equal Lottery, : Vets, Blind 
Transportati Total School Tuition of Racial Education Beano & Regional Police and State 
on Transportati Constructio State Imbalance Magnet  Improveme Racial School Charity Additional Highway Public Career Veterans Surviving Exemptions Owned Public 
Municipality Chapter 70 Programs on n Wards (METCO) Education nt Equality Lunch Games Assistance Fund Libraries Incentive Benefits Spouses : Elderly Land Libraries Total 


BURLINGTON 


COHASSET 


CONCORD 


LEXINGTON 


MEDFORD 


MELROSE 


NEEDHAM 


NEWTON 


NORTH ANDOVER 


NORTH READING 


READING 


STONEHAM 


WAYLAND 


WELLESLEY 


WESTON 


WILMINGTON 


WINCHESTER 


WOBURN 
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Percent Revenue From Commercial/Industrial and State Aid Sources 
versus Local Residents /Receipts (FY2000 Budget) 


96 TOTAL 96 Remaining Percent, 
Commercial 96 State from Shouldered 
and Indust. Aid C/I & State by Local Residents' 


Weston 
Winchester 
W ayland 
Belmont 
Cohasset 
Acton 
Concord 
Wellesley 


N. Reading 
N. Andover 
Melrose 
Andover 
Bedford 
Medford 
Woburn 
Wilmington 
Burlington 


Average 


! This figure is calculated as the remaining percent of revenue not derived from Commercial/Industrial and state aid. It is 
comprised of revenue collected locally in all its forms: residential taxes, fees, revolving funds, motor/boat excise taxes, 
enterprise funds, trust funds, or special revenues of other forms. 
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Revenue Sources by Category 
Winchester is highly dependent on residential taxes to pay for services. 


e A dollar of Winchester town spending is funded from the following sources: 


$.62 Residential Taxpayer 

$.04 Commercial/Industrial Taxpayer 

$.01 Personal Property 

$.09 State Aid 

$.20 Local Receipts (motor/boat excise, trash, fees, permits, water & sewer) 
$.04 Other Available (free cash, sale of land, overlay, cemetery trust) 


Local Receipts 
2096 


State Aid 
996 Residential 


Taxpayer 
Personal Property 62% 


1% 


Commercial/Indus 
trial Taxpayer 
4% 


e The Town’s percent of total revenue derived from residential taxes (62%) is higher than all but 5 
of the 22 comparison communities (Wayland (69%), Concord (68%), Weston (68%), Cohasset 
(65%) and Acton (64%)). 
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e This is due to both the negligible commercial tax base (3.6%), and/or smaller state aid (9.4%) 
than most comparison communities. 


e Winchesters Commercial/Industrial Revenue base (versus its Residential base) has declined 


over the last 20 years (Source: Town Manager): 
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Residential Comm!/Ind. Residential Commiind. 
Revenue Revenue Percent Percent 
1983 $ 15,319,941 $ 2,281,418 87.04% 12.96% 
1988 $ 20,085,682 $ 1,754,271 91.97% 8.03% 
1993 $ 24,002,762 $ 2,277,419 91.33% 8.67% 
1998 $ 29,105,996 $ 2,064,094 93.38% 6.62% 
2000 $ 31,651,975 $ 1,981,862 94.11% 5.89% 


Note: Revenue source figures reflect the Chapter 110 funds (residential water 8 sewer debt) in Local Receipts 
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FYOO Revenue Sources - Percentage by Category 
Descending by Percent from Residential 


1989 % Total Rev from Tax Levy By Subcategory 
Per Cap % State % Local % Other 
Income 96 Resid 96 C/I 96 Other % Tot Levy Aid Receipts Available % Total 


Wayland $34,646 * 69.2% * 10.796 5.896 10096 
Concord $31,655 * 68.396 * 9.3% * 4.196 10096 
Weston $46,855 * 67.596 * 6.596 * 8.296 10096 
Cohasset $31,166 * 64.996 11.496 3.096 100% 
Acton $25,792 64.1% 7.8% * 2.7% 100% 
Winchester $30,615 * 62.0% 9.496 * 3.9% 100% 
$32,253 * 61.5% 9.7% * 6.8% 100% 

55.1% 19.0% 5.3% 100% 

54.8% 11.2% 9.0% 100% 

53.2% 8.4% * 4.1% 100% 

50.7% 14.7% 0.0% 100% 

49.6% 19.0% 5.0% 100% 

49.1% 23.0% 5.7% 100% 

48.7% 9.0% * 2.9% 100% 

48.5% 15.6% 4.1% 100% 

48.2% 9.1% * 4.9% 100% 

46.3% 10.2% * 4.7% 100% 

Stoneham 45.7% 16.2% 6.2% 100% 
Medford 37.196 25.896 2.996 10096 
Wilmington 36.6% 13.8% 1.4% 100% 
32.9% 8.5% * 13.4% 100% 

25.3% 15.2% 4.5% 100% 

$20,374 23.7% 10.5% 5.2% 100% 


$25,823 50.6% 12.8% 4.9% 100.096 


SOURCE: Mass. Department of Revenue, Division of Local Services 
Note: Winchester's Chapter 110 is included in Local Receipts. Accounting practices may vary across towns on what is counted in Local Receipts and "Other" categories. 
* Asterisks indicate 10 highest income, 10 highest 96 residential, 10 lowest % Commercial/Industrial, 10 lowest %state aid of towns shown. 
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Percent of Revenue from Commercial Industrial as a Percent of Total C/l plus 


Residential Revenue 


1496 — 
12% — 
1096 - 
896 - 
6% ae 
Te ly 
2% - 


0% — 


96 C/I 


1983 


13% 


01988 


8% 


1993 


9% 


01998 


7% 


Bl 2000 


696 


Source: Winchester Town Manager's Office 
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Residential Taxes 


Winchester residents pay slightly above-average residential taxes, when considered in light of the 
comparison towns. 


e The average single family tax bill in FYOO was $4,839, excluding Chapter 110 ($5,175 incl. 
Chapter 110). 


e This ranks 9^ among comparison towns. (Weston, Wayland, Concord, Cohasset, Belmont, 
Newton, Acton and Wellesley are higher.) 


e When Chapter 110 is included in the tax bill, Winchester rises to 7" among comparison towns. 


The town's tax rate (dollars per $1,000 of assessed value) is relatively lower when considered in light of 


the 22 comparison towns, presumably because property values are relatively higher in Winchester than in 
some of the other towns. 


e Winchester is 13" of the 22 benchmark towns on tax rate, just below Stoneham, Wilmington, and 
Melrose. 
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Residential Taxes Ranked by Tax Bill 


1989 Index FYOO Index FYOO Avg Index Residential Index 
Per Cap Vs. Avg Home Vs. Single Far Vs. Tax Rate Vs. 
Income Winch. Value Winch. Tax Bill | Winch. (per $1,000) Winch. 


$46,855 $673,670 
$34,646 $393,911 
$31,655 $467,344 
$31,166 $358,491 
$26,793 $434,768 
$28,840 $440,991 
$25,792 $293,642 
$32,253 $535,170 
$30,615 $374,450 
$30,718 $382,739 
$26,327 $313,846 
$27,935 $345,903 
$21,449 $212,619 
$24,590 $306,163 
N. Andover $22,957 $249,767 
N. Reading $19,100 $228,254 
Reading $21,074 $248,714 
Melrose $20,202 $234,741 
Stoneham $18,220 $218,926 
$16,941 $167,364 
$17,275 $169,308 
$20,374 $216,202 
$18,155 $165,828 


$25,823 $323,166 


SOURCE: Mass. Department of Revenue, Division of Local Services 
(Does not include Chapter 110) 
* Asterisks indicate 10 highest in each category for towns shown. 
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Town Spending* 


Winchester ranks lower on the list versus comparison towns on per capita municipal spending (and in 


state ranking). 


e The per capita Operating Budget ranks 76" in the state (FY99). (Compared to 15" rank for per 


capita income.) 


e Winchester is in the bottom 10 benchmark towns (16^ of 22) on per capita Municipal Spending. 
The average municipal spending of all 22 towns exceeds Winchester by 20%. 


Per Capita Municipal 
Spending 


Index vs. Winchester 


Winchester 


$1,383 


100 


Average for Benchmark Towns 


$1,659 


120 


e Despite high residential taxes, the Town is outspent by Towns with similarly high taxes. Those 
towns benefit from commercial, industrial, state, or other sources of revenue to fund services. 


1 Note: This analysis has some important caveats. Municipal Spending is derived by taking Total state-reported Operating Budgets 
for each town, subtracting State Assessments (for items such as MBTA assessments) that may affect towns differently, and then 
subtracts each Town's reported Education budget. Towns may account for education versus municipal spending differently. They 
may have different programs within their municipal budgets (for example, public works programs may vary.) Nonetheless, the 
analysis covers a broad array of towns and was thus deemed to have some directional merit worthy of consideration. 
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1998 
Population 


Burlington 
Cohasset 


Lexington 
N. Reading 


FY98 Municipal, Education and Total Spending 


Total $ and Municipal $ Per Capita 


TOTAL 
SPENDING 
ex State 


Assessments 


$111,167,873 
$68,766,651 
$91,663,807 
$88,827,878 
$49,004,756 
$72,692,600 
$28,990,411 
$70,954,994 
$40,361,942 
$90,565,223 
$226,227,580 
$94,551,377 
$35,807,993 
$93,069,636 
$34,094,496 
$49,652,267 
$49,650,426 
$59,905,109 
$74,192,625 
$46,172,386 
$45,283,114 
$51,792,578 
$100,688,794 


$72,786,283 


Index Vs 
Per Cap Winch. 


Municipal 
Spending 


$84,726,405 
$44,726,038 
$59,938,315 
$55,635,483 
$20,601,812 
$44,233,996 
$12,789,224 
$40,501,003 
$20,527,038 
$52,094,002 
$129,264,142 
$47,518,564 
$19,976,361 
$64,711,310 
$20,126,527 
$28,124,323 
$24,042,868 
$29,674,226 
$43,401,707 
$24,101,732 
$25,756,714 
$30,372,936 
$61,594,564 


$42,801,708 
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Index Vs 
Per Cap Winch. 


SOURCE: Mass. Department of Revenue, Division of Local Services (See footnote prior page for caveats on the limitations of this data.) 
*Asterisks indicate 10 highest per capita in each category for towns shown. 


Education 
Spending 


$26,441,468 
$24,040,613 
$31,725,492 
$33,192,395 
$28,402,944 
$28,458,604 
$16,201,187 
$30,453,991 
$19,834,904 
$38,471,221 
$96,963,438 
$47,032,813 
$15,831,632 
$28,358,326 
$13,967,969 
$21,527,944 
$25,607,558 
$30,230,883 
$30,790,918 
$22,070,654 
$19,526,400 
$21,419,642 
$39,094,230 


$29,984,575 
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Comparison of Educational Expenses 


The Committee used State Department of Education statistics to compare Winchesters per pupil 
education costs to per pupil costs in other school districts. The following table shows Winchesters' FY 
1999 general education, special education, and total per pupil costs compared to the other benchmark 
towns used in our community profile. The ranking is according to total day education costs, including 
special education. 


FY 1999 Per Pupil Costs 


Regular Special Occupati 
District Day Needs Bilingual onal Day Total Day Rank 
Weston 8,291 13,269 0 0 9,249 1 
Newton 7,067 14,121 13,637 5,749 8,507 2 
Wellesley 6,881 12,161 0 0 8,161 3 
Medford 6,236 15,503 22,566 10,451 8,103 4 
Bedford 6,877 13,010 0 0 7,841 5 
Concord 6,455 16,567 0 0 7,724 6 
Lexington 6,326 13,493 4,568 0 7,550 7 
Woburn 6,466 11,745 0 0 7,404 8 
Needham 6,185 14,401 0 0 7,373 9 
Burlington 6,700 10,711 5,677 0 7,260 10 
WINCHESTER 6,202 10,739 0 0 7,113 11 
Wayland 6,017 10,426 0 0 7,024 12 
Arlington 5,995 9,801 0 0 6,993 13 
Cohasset 6,061 11,862 0 0 6,921 14 
Belmont 5,630 10,073 0 0 6,448 15 
Andover 5,284 12,310 0 0 6,386 16 
Melrose 5,454 9,798 0 0 6,368 17 
Stoneham 5,165 10,342 0 0 6,066 18 
Reading 5,080 8,264 0 0 5,882 19 
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Regular Special Occupati 
District Day Needs Bilingual onal Day Total Day Rank 
Wilmington 4,978 10,465 0 0 5,774 20 
Acton 4,645 9,656 0 0 5,681 21 
North Andover 4,822 11,444 0 0 5,635 22 
North Reading 4,936 10,167 0 0 5,563 23 
State Average 5,481 10,502 7,430 9,415 6,684 


Source: State Department of Education 


The chart reveals that Winchester is very nearly in the middle of the pack for the benchmark Towns, 
ranking 11" out of 23. When compared to all school districts in the Commonwealth, Winchester's 
total per pupil expenditures rank 91* out of 329 districts, including vocational education districts. 
This puts Winchester above the state average, but well below the top spending districts. 


Summary 


Within the limits of the data available from the comparison towns, and with the assumption that 
accounting practices are similar enough to compare with Winchester: 


Winchester ranks in the top 596 of Massachusetts towns on measures of income and housing 
values, has slightly above-average property taxes than the comparison towns, and ranks high (in 
the commonwealth and among comparison towns) on quality of life measures. 


FACTS did not analyze the distribution of wealth/income within the town, but a wide range is 
assumed to exist. Home sale prices are rising across all price ranges. 


When considered in light of the comparison towns, Winchester is among those most highly 
dependent on residential taxes to fund services, due to its relatively small commercial/industrial 
tax base and comparatively low state aid. 


According to reported state data, average overall municipal spending (per capita) for the 22 
comparative towns taken as a group is 2096 higher than for Winchester. 


The Town has increased its relative reliance on residential taxes as new housing growth, and 
local planning/zoning decisions have reduced the proportion of local taxes sourced from the 
commercial/industrial tax base. 
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What is Winchester's current financial situation? 
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Section 3 - Profile of Town Government 


Overview of Town 


The Town of Winchester came into existence on April 30, 1850 when the Governor of the Commonwealth 
signed a Bill of Incorporation which capped a successful effort by “South Woburn and vicinity" to secede 
from the larger Town. The name "Winchester" was chosen to honor Colonel William P. Winchester, a 
Boston merchant who never actually resided here, but who lived up to the expectations of the founding 
fathers by donating $3000 to establish the "Winchester Fund" for the benefit of the new Town's residents. 
It can be seen that fiscal prudence lies at the very core of Winchester's history. 


The only authority that municipal governments possess is whatever is specifically granted to them by the 
Commonwealth. So the modern era of Town Government begins in March 1975, when the voters 
approved adoption of Winchester's Home Rule Charter pursuant to enabling legislation from the State 
Legislature. This document is the foundation of Winchesters municipal Government structure. 
Responsibility for *all the fiscal prudential and municipal affairs of the town" is vested in an "executive 
branch" headed by a 5-person Board of Selectmen, while the "legislative powers [are] exercised by a 
representative town meeting." The Charter also states that, "All powers of the Town shall be vested in the 
representative town meeting, except as otherwise provided by law or the charter." 


The other elective positions specified in the Charter are the School Committee, Board of Health, Library 
Trustees, Planning Board, Town Meeting Moderator, Board of Assessors and Housing Authority. The 
Charter also provides for a Town Manager, to be appointed by the Selectmen as "the chief administrative 
officer of the town", and also describes the duties of the following positions: DPW Director, a Comptroller 
and an Assistant, and Town Counsel. The Charter refers to the existence of a Finance Committee and a 
Capital Planning Committee, but the establishment and duties of those entities is described in the Code of 
By-Laws. This latter document also provides for Standing Committees on Government Regulations, on 
Rules, on Personnel and on Human Services. 


The Charter calls for the division of the Town into eight precincts as the basis for election of the 
representative Town Meeting. Eight residents from each precinct are annually elected to Town Meeting 
for three-year terms, so that the full complement of Town Meeting is 192 Members. Town Meeting is the 
sole *appropriating body" for the Town, which means that it has the power to set the size of the municipal 
budget (subject to State Law, most notably "Proposition 2 72"). There are certain exceptions to Town 
Meeting's control over municipal revenues, but as a general matter all Town expenditures must be 
approved by Town Meeting through inclusion in the Budget that is passed every Spring. Town Meeting 
has also, pursuant to State laws, approved the operation of certain "revolving funds", which authorize a 
department to receive revenues and make expenditures in connection with that department's mission. An 
example of this is the Recreation Department, which charges fees for its services and then uses these 
revenues to pay its personnel and other expenses under the supervision of the Town Manager. 


Subject to approval by the Attorney General, the Town Meeting also has the power, by a majority vote, to 
enact "By-Laws" which govern such areas as Town administration and financial procedures, terms of 
offices, the Water and Sewer System, and also deal with such weighty matters as window peeping, dog 
litter and the operation of hackney carriages. Zoning Regulation By-Laws require a two-thirds vote of 
Town Meeting to effect any changes. 


A variety of State legislation regulates many aspects of the powers that can be exercised by the Town's 
elected officials, but the special role of the School Committee is worth noting here. Under State law that 
Committee is vested with a special degree of autonomy so that it can respond to changing conditions with 
maximum flexibility. Most notably, the School Committee, unlike other Town Departments, can transfer 
money between accounts without permission from Town Meeting. This means that Town Meeting, as the 
appropriating authority, provides a budget for the School Department, but the School Committee can 
expend the appropriated money as it deems fit. This is in contrast to what happens when the Town 
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Meeting appropriates money for the municipal side of the Town's budget (e.g., DPW, Fire, Police, etc.); 
those departments cannot take funds appropriated for one purpose (say, personnel) and spend it on 
another (say, capital equipment). 


PROPOSITION 2% 


No discussion of the Town's organization would be complete without mention of Chapter 80 of the Acts of 
1980, commonly known as Proposition 2%. This legislation is the central organizing principle around 
which Winchester's municipal revenues now revolve. Prior to the enactment of Prop 2% in 1980, the 
various Town and School departments would present their budget requests to Town Meeting, the sum 
total of whatever requests had passed would be divided by the Town's assessed property values, and the 
result was the tax rate. Since 1980 the role of Town Meeting has essentially been to take the sum which 
Proposition 2% allows to be raised through property taxes (the “levy amount”) and apportion it among 
the competing requests for funding that it receives. 


There are two fundamental principles underlying Proposition 272. One is that property taxes cannot 
exceed 275 % of the fair market value of all the property in a town (except in unlikely circumstances that 
will not be discussed here). The fair market value of all the town's property is the "levy ceiling”. The 
other principle is that the amount of property value in a town that is subject to taxation (the “levy limit") 
may not increase by more than 27296 from the previous year, with the exception that the increase in 
assessed property values attributable to “new growth" can be added to the "levy limit” each year. “New 
growth" consists not only of new construction, but of development, remodeling, additions, or anything 
else that adds to the assessed value of an existing home--except for market appreciation. 


The concept of "levy ceiling" is not realistically relevant to Winchester in the foreseeable future. The 
percentage of the fair market value of Winchester's property paid out in property taxes has hovered 
around 1.3 to 1.5 96 since the introduction of modern assessment techniques in 1987. So Winchester's 
property taxes could go up by well over 50 % before this principle of Prop 272 would apply (in other words, 
we are at 1.5 % and we could go to 2.5 % under this element of Prop 274). 


The more relevant concept for discussing the Town's revenue base is that of the "levy limit", the amount 
of property values that are subject to the property tax rate. Where does this figure come from? 
Theoretically, it is the same as it was in 1980, with the addition of annual compounded increases of 2796, 
plus whatever "new growth" has been added to the tax rolls along the way since then. This is our "levy 
limit”. Obviously, the market appreciation of Winchester's property has far exceed this "272 %-plus” rate 
of growth in the last 20 years, so there now exists a large gap between the "levy limit" and the "levy 
ceiling". This is referred to as the town's “override capacity”, and consists of the amount by which tax 
revenues could be raised before bumping up against the 272 % "ceiling". The current override capacity 
in Winchester is in excess of $25 million. 


There are only three ways for a town to increase the "levy limit" and thereby increase tax revenues: 1) a 
debt exclusion override, which lifts the levy limit for the life of the debt only; 2) a capital outlay expenditure 
exclusion, which lifts the limit for the year in which the project is being undertaken; and 3) a general 
override, which increases the levy limit permanently in a given amount specified by the voters. As 
described further below, Winchester has passed debt exclusion overrides in connection with school 
renovation debt. The Selectman review all override proposals and decide which ones should be placed 
on the ballot. The proposals must follow certain rules as to wording, and must be approved by a majority 
of the voters to take effect. 


Town Organization 


On the next page is a chart depicting the current organization for the town. 
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Town of Winchester 
Organization as of July 1, 2000 


Board of Selectmen School Committee 


Town Counsel 
Wade Welch 


Town Manager 
Brian Sullivan 


Comptroller Superintendent 
Carol Eaton 


Joseph Bonner 


Asst. Town Mgr 
Mark Twogood 
Council on Aging Police Department Fire Department Building /Zoning Recreation Conservation Comptroller Curriculum Special Education 
Ruth Young Joseph Perritano John Nash Ron Haverty Lee Evans Elaine Vreeland Ann Yurek Stephen Foster P 
Treasurer/Collector Town Clerk FIUDIIC VVOIKS Engineering 
George Zambouras 
Carol Thomas Carolyn Ward (Acting) George Zambouras 


Board of Health Board of Assessors Library Trustees 


Assessors 
Department 


Health Department 
Joan Barry 


Library 


Dan McGurl Lynda Willis 
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Section 4 - Overview of Town Finances 


Background and Methodology 


The FACTS Committee's introductory analysis of financial data highlights 1990-2000 revenue and 
expense trends. The goal of this section is to provide an understanding of the historical sources and uses 
of funds within the Town and to provide an economic background for the town's present situation. The 
data was obtained from several sources. High level, aggregate data was obtained from the town's 
historical audited financial statements and is presented in a format familiar to town management and 
consistent with town budget documents. 


Further analysis utilizes detailed object-code based financial data, obtained from Winchester's outside 
general ledger database vendor, Access International. This examination probes in greater depth many of 
the trends discussed in the overview. The detailed analysis demonstrates how the use of a powerful in- 
house database management tool might significantly enhance Winchester's financial decision making 
processes”. In addition, the FACTS Committee obtained electronic copies of the raw financial data 
(revenues and expenses) stored by the Town's automated General Ledger system for the fiscal years 
1992 through 2000. This data is extremely detailed and contains all historical transactions since 1992. 
This permits us to look at data by individual department, by cost center, by source of funds, etc. 


During the development of the work of the FACTS Committee, we learned that the Town had historically 
kept only the two most recent years of detailed financial information within the system. Older data was 
archived to off site storage managed by our software vendor, Access International. Accordingly, as 
changes occurred to current practices, older information was not updated particularly to reflect the on- 
going process of recategorizing the Town's financial data. Consequently, this information which is highly 
detailed and highly informative is not necessarily consistent with the aggregate data obtained from 
financial reports, and indeed, may be incomplete at the individual line item level. During the course of this 
analysis, we will highlight the source of each table or graph, but the reader should be aware that 
discrepancies do exist between the two sources and it is impossible to reconcile the results directly. 


Disclaimer: It is not possible to reconcile data obtained separately from the aggregate manual 
audited financials (Aggregate) and from the detailed electronic general ledger files (Detail). 


Revenue 


Winchester receives revenue from the following sources: 


e Local Tax Levy 
e Chapter 110 Tax Levy 
e State Aid 


e Motor Excise Tax 


1 Because a portion of the Town's FY 92 revenues were not converted, 1992 revenues do not always appear in the summary 
information presented in this report. We have found what appear to be miscellaneous typographical errors in the data. We have 
also noticed a few differences between how sources and uses of funds are presented in the underlying data and in Town Budgets. 
Town officials have sometimes adjusted financial information for ease of presentation in these documents. Generally, these 
distinctions are not material. For example, one year's property tax receipts are, in fact, received over three fiscal years, and this is 
how the underlying data records these receipts. Overpayments are returned in the following fiscal year. Where we are aware that 
these distinctions make a difference, this report will note the source of the financial data presented. 
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e Fees for Service (Transfer Station, Municipal Building Rentals, Cemetery, Permits and Licenses) 
e Investment Income 


e Other Revenue 


Unlike most corporations, the Town is a "cash" rather than "accrual" based reporting entity for most 
respects. Consequently, it counts into its revenue items such as unspent cash from the previous year, 
cash from sales of land, etc. Some of the "cash" sources of revenue include: 


e Available Funds 

e Free Cash 

e Land Sale Proceeds 

e Stabilization Funds 

e Cemetery Permanent Care Funds 
e Overlay Surplus 

e Other 


In addition, Winchester captures significant revenue from several separate fee for service programs. 
These programs are referred to as "Revolving Funds", where money is received for specific purposes and 
then spent to support those programs directly. These funds have traditionally, not been included as part 
of the Town budget and are in some ways "extra income" for the town. Examples, of revolving funds are 
school athletic fees and recreation department fees. Money is collected directly from users outside of the 
normal taxing authority and used exclusively to drive relevant programs. The FACTS Committee 
recommends that these funds be more directly incorporated into the annual Town budgeting and 
monitoring process (See Recommendations section for details.). Current Revolving Funds include: 


Revolving Funds 


e Police Special Details 


e Schools: Lunch Program, Transportation, Tuition, Athletics, Building Rentals 


e Recreation Department 


e Recycling Program at Transfer Station 
e Sewer Connection Fees 
e Board of Health Clinics 


Several years ago, the Town also established a so-called "Enterprise Account" which separated the 
majority of the Water and Sewer charges into an independent accounting entity. This allowed the growth 
of fees in these areas to continue independently of the Proposition 272 limits. Currently, the majority of 
Water and Sewer revenue and expense are guided through the Enterprise account but a modest fraction 
(for Debt Service) remains part of the general tax levy (the so-called "Chapter 110" revenue). This 
fraction has allowed taxpayers to continue to deduct a portion of the Water and Sewer fees as part of 
their Federal Income Tax. 


Finally, Winchester receives Grants and Donations at various times in changeable amounts. These 
contributions typically specify an intended use. 


FACTS Committee Report Page 4-3 


REVENUE OVERALL PERFORMANCE 


Winchester's Total Revenue increased from $35,919,368 in FY90 to $52,831,912 in FYOO. These figures 
only represent the traditional budget and do not include revolving funds, grants and other activities. 


Total Revenue FY90 - FYOO 
Town of Winchester 


60,000,000; 


50,000,000 


40,000,000+ 


30,000,000; 


20,000,000 


10,000,000 


0 y y t y j i i t t t 
FY90 FY91 FY92 FY93 FY94 FY95 FY96 FY97 FY98 FY99 FYOO 


Tax Lew E State Aid Motor Excise 
Other Revenue Available Funds 110 and Water/Sewer 


Source: Aggregate Data. 


This represents growth of approximately 3.9% per year. This growth rate is somewhat overstated, 
however. The rate includes performance of the Water & Sewer Account, which is, for all practical 
purposes, a separate business subject to drivers outside of the Town's control. In addition, Chapter 110, 
which passes a portion of MWRA and local Water & Sewer debt to the property tax base was not 
introduced until the 1995 fiscal year. Prior to that year, Chapter 110 debt and MWRA debt are imbedded 
in Water & Sewer data. In order to conduct an "apples to apples" comparison of data in this ten-year 
period, and to facilitate comparative analyses with other communities, Chapter 110 and Water & Sewer 
values are excluded from trend and ratio calculations in this section. Total Revenue, excluding Chapter 
110 and Water & Sewer, is expressed as "Total Revenue (No W/S)". Between FY90 and FYOO, Total 
Revenue (No W/S) increased at a compound growth rate of 3.6%. The next several sections provide 
more detailed analysis of the revenue components. 


TAX LEVY (EXCL. CHAPTER 110) 


Growth in the Tax Levy, which at $34,006,230, represented 73.296 of Total Revenue (No W/S) in FYOO, 
approximated 3.696 per year during the past 10 years. Growth accelerated to 4.096 per year during the 
most recent 5 years. A catalyst for this increase was New Growth, or new construction not subject to the 
cap imposed by Proposition 272: 
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FY90 FY91 FY92 FY93 FY94 FY95 FY96 FY97 FY98 FY99 FY00 
New Growth $ | 314,985 | 160,910 | 353,166 | 159,838 | 189,570 | 194,498 | 256,057 | 334,779 | 398,690 | 528,558 | 483,528 
% of Tot Levy 1.3% 0.7% 1.4% 0.6% 0.7% 0.7% 0.9% 1.1% 1.3% 1.6% 1.4% 


The Tax Levy represented 72.9% of Total Revenue (No W/S) in 1990, peaked at 82.0% in FY93, and 
accounted for 73.2% last year. The New Growth component of the Tax Levy has helped to make the 
difference in overall Levy growth, but historically, New Growth has demonstrated itself to be variable and 
not easily predictable. Higher New Growth values early in the ten-year period are attributed to a total 
revaluation in FY90 and the implementation of a revised definition of New Growth in FY92, both of which 
lead to greater capture of new construction. 


STATE AID 


The current vigor of the Massachusetts economy is seen in the recent growth in State Aid. While State 
Aid varied significantly during the early years in the period, since 1995, State Aid has grown at an 
average rate of 11.4% per year, from $2,859,070 in FY95 to $4,905,888 in FYOO. State Aid represented 
7.9% of Total Revenue (No W/S) in 1995, and has grown to comprise 10.6% of the FYOO revenue 
sources. Growth in this source has clearly facilitated Winchester’s ability to make ends meet in recent 
years; however, it is important to note that the volume of State Aid that Winchester receives is entirely out 
of the town’s control, being subject to legislative action and the condition of the state economy. 


Based on information recorded in the General Ledger, the amount of state and federal aid has varied 
between 3% and 14% of total Town Receipts, a fact that creates a great deal of consternation throughout 
the Town. [Town officials have advised us that changes in the State’s Accounting Practices may be 
affecting these figures. Sometimes the State deducts state charges from its aid.] With the exception of 
the School Lunch Program Receipts, which have been reasonably steady and predictable, other forms of 
state aid cannot be counted upon during the Town's budgeting process. Uncertainty in the receipt of 
these funds -- which typically amount to five to seven million dollars a year -- plays havoc with the Town's 
ability to examine alternative spending scenarios in advance, and to make and stick to these plans over 
multiple years. A good example is aid from the state to improve town. The amount of this aid varies each 
year and is not disclosed to the Town (orally) until December of each year. Once the amount of funds is 
known, the Town Engineer has a very short window of time to match the allocated amount to particular 
projects. One (or several) large projects may or may not fit within the allocated amount. 


State funds are received as reimbursement for educational expense, school transportation, school lunch, 
roadway improvement, Medicare and others. State aid also comes in the form of lottery reimbursement , 
specific grants and others. 


MOTOR EXCISE TAX 


FYOO receipts from the Motor Excise Tax, at $2,685,829, represented 5.8% of Total Revenue (No W/S). 
This source has grown at a rate of approximately 7.2% per year since FY90, although its growth has 
slowed to approximately 6.1% per year during the last 5 years. Again, this is a revenue source over 
which Winchester has little or no control. Vehicle identification and values are provided by the Registry, 
and rates are established statutorily. No near-term rate increases are anticipated by the Massachusetts 
DOR. 


USER FEES 


The Town is, in general, relying more on revenues from users. User fees are typically 10% of total Town 
receipts. The growth in these types of revenues is primarily centered in the Enterprise Funds (600) and 
Revolving Funds (700 Funds), not in the General Fund. Rows 6 through 9 describe the four different 
revenue sources relating to the transfer station. Birth Certificate, Death Certificate, and Dog License Fee 
receipts are not significant in terms of dollar amounts. However, there is a substantial amount of staff 
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time that is devoted to these tasks. Elsewhere in this report, we make a few recommendations how to 
reduce the administrative burden while maintaining or increasing receipts. 


The next table shows actual receipts recorded in the Town's General Ledger from "users" over the last 
eight years. 


1993 1994 1995 1996 1997 1998 1999 2000 
1 Birth Certificates (100) 0 0 17,912 13,690 12,992 12,915 19,250 22,065 
2 Death Certificates (100) 0 0 13,530 9,530 9,495 7,325 14,675 17,005 
3 Dog License Fees (100) -1,312 -7,358 0 3,026 0 10,780 11,014 12,716 
4 Dept Revenue Misc Permits and 76,856 159,735 215,511 169,752 211,144 299,635 356,971 374,264 
Certs (100) 
5 Sale of Cemetery Lots (100) 18,432 25,472 39,696 38,530 46,240 60,512 29,568 25,090 
6 Transfer Station Permits (100) 0 0 59,755 62,505 124,980 128,120 111,347 102,175 
Health Dept 
7 Transfer Station Permits (100) 0 0 218,180 217,025 388,829 383,824 404,620 407,900 
Town Clerk 
8 Commercial Haulers - Trash (100) 79,397 117,569 67,006 35,578 22,249 20,929 21,061 28,579 
9 Recyclables (700) 0 0 64,755 38,128 4,821 5,667 11,632 28,023 
10 Water/Sewer Fund (600) 4,712,687 4,680,451 3,121,530 3,343,709 3,027,940 3,428,872 3,180,348 3,875,283 
11 Athletic Receipts (700) 0 0 91,852 92,264 61,220 135,968 111,010 132,512 
12 Recreation Department 493,844 533,705 653,135 491,019 683,705 782,116 903,980 939,890 
(100,200,700) 
% Contribution to Total 14.64% 13.25% 8.40% 10.24% 9.25% 9.82% 9.52% 9.14% 


Source: Detailed Data. The zeroes reflect accounting changes, as receipts within categories. Some netting may be 
occurring in these numbers, as well. 


The next chart shows these trends graphically. The horizontal axis shows the fiscal year, and the vertical 
axis is in dollars. The lowest line in the chart shows Birth Certificate receipts. The other fund lines are 
"stacked" on top of this line, to show the relative contribution of each fund to total receipts. The bigger the 
space between each line and the line below it, the greater the contribution to revenues collected from 
users. 
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Below is further detail highlighting trends in user fees. 


Town Clerk. The next table lists collections in the Town Clerk's office over the past six years. There are 
numerous transactions completed in this office every year, many of which are done on paper, and later 
recorded electronically. 


Description of Fee 1995 1996 1997 1998 1999 2000 
44235 Birth Certificates 17,912 13,690 12,992 12,915 19,250 22,065 
44236 Death Certificates 13,530 9,530 9,495 7,325 14,675 17,005 
44237 Marriage Certificate 1,253 1,125 1,030 960 1,350 1,545 
44238 Business Certificate 2,803 1,503 1,655 1,341 2,750 2,480) 
44239  Amendments/Corrections 560 280 140 170 70 110 
44240 Marriage Intentions 1,545 1,415 1,425 1,215 1,785 1,575 
44241 UCC Filings 2,141 1,509 974 1,079 2,134 2,206 
44245 Pole Locations 270 193 220 280 260 220 
44246 Voter ID's 98 96 42 60 310 750 
44247 Raffle & Bazaar Permit Fee 60 0 60 20 50 30 
44248  DogLicense Fees 0 3,026 0 10,780 11,014 12,716 
44249 Dog Fines & License Late Fees 200 0 0 0 0 0 
44250 Fish & Wildlife Fees 0 5,111 0 0 0 57 
44251 Smoking Violation Tickets 0 0 0 0 0 25 
44252 Fuel Storage Renewal 380 310 270 0 495 330 

Town Clerk Total 40,752 37,788 28,303 36,145 54,143 61,114 


Ambulance Related Revenues. The Town's receipts for ambulance related services have increased 
steadily. Changes in fees might be possible, but receipts are also likely to be affected by the level of 
insurance company reimbursement. 


Description of Fee 1995 1996 1997 1998 1999 2000 
42701 AMBULANCE SERVICES 40,106 35,840 57,727 94,612 83,090 118,406 
42701 AMBULANCE SERVICES 16,445 19,628 23,034 24,880 22,426 23,488 
Ambulance Total 56,551 55,468 80,761 119,492 105,516 141,894 


Source: Detailed Data. 


Building Department. Receipts relating to new construction or renovation of property in the Town are 
also increasing steadily. The amounts involved are six times the fees collected by the Town Clerks office. 
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Description of Fee 1995 1996 1997 1998 1999 2000 
44201 Building Permits 167,385 130,915 160,332 238,165 283,923 301,855 
44202 Gas Permits 7,675 6,113 9,200 13,490 12,733 12,640 
44203 Electrical Permits 22,560 19,045 27,160 24,155 37,820 35,820 
44204 Plumbing Permits 14,308 11,630 11,455 20,688 19,385 21,358 
44206 Building - Certif. Of Inspection 1,573 1,257 2,002 1,642 1,488 851 
44207 Occupancy Permit 0 0 0 0 0 700 
44262 Certificate of Compliance 1,590 775 995 1,495 1,485 1,040 

Building & Zoning Officer Total 215,091 169,735 211,144 299,635 356,833 374,264 


Source: Detailed Data. 


Cemetery 
Description of Fee 1995 1996 1997 1998 1999 2000 
43301 Sale of Cemetery Lots 39,696 38,530 | 46,240 60,512 29,568 25,090 
43302  INTERMENTS 55,215 59,965 64,100 59575 66,000 62,975 
43303 FOUNDATIONS 7,960 7,025 6,440 10,040 7,750 7,779 
43304 NON-RESIDENCE FEES 6,900 3,500 12,286 6,800 9,275 20,135) 
Cemetery Totals 109,771 109,020 129,066 136,927 112,593 115,979 


Source: Detailed Data. 


Board of Health. (Not Including Transfer Station). 


Description of Fee 1995 1996 1997 1998 1999 2000 
44271  Food/Retail Service 13,883 11,297 5,949 14,762 15,410 5,770 
44274 Catering Permit 1,750 2,250 3,425 1,600 1,450 1,125 

Embalming & Funeral Dir 
44278 License 10 30 200 20 40 40 
44288 Daycare Licenses 1,200 400 1,200 0 0 0 
44289 Asbestos Permits 1,750 1,650 1,550 2,025 1,550 1,800 
44300 Burial Permits 4,055 3,620 3,590 3,545 3,895 4,075 
44301  Dumpster Permits 2,975 3,375 3,175 3,300 2,700 2,735 
44304 Massage Permits 300 100 0 1,530 0 0 
44305 Swimming Pool Permits 750 900 900 750 900 750 
44306 Stable Permits 40 30 20 20 0 0 

Board of Health Total 26,713 23,652 20,009 27,552 25,945 16,295 


Source: Detailed Data. 


Transfer Station. The next table shows receipts from commercial haulers of trash and from residents for 
use of the Transfer Station. With the introduction of an increased Trash Disposal Fee Schedule in FY97, 
revenue from this source initially skyrocketed from $432,397 in FY96 to $670,323 in FY97. Since that 
time however, Trash Disposal Fee Income has stabilized and begun to decline, contributing $606,468 in 
FYOO. It appears that two factors are creating this trend: more residents are utilizing commercial haulers, 
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and commercial haulers have identified lower cost alternatives and are purchasing fewer Winchester 


disposal permits 
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Description of Fee 1995 1996 1997 1998 1999 2000 
42401 Commercial Haulers - Trash 62,208 110,358 117,307 108,229 105,860 67,814 
42401 Commercial Haulers - Trash 67,006 35,578 22,249 20,929 21,061 28,579 
44298 Transfer Station Permits 218,180 217,025 388,829 383,824 404,620 407,900 
44298 Transfer Station Permits 59,755 62,505 124,980 128,120 111,347 102,175 
Transfer Station Total 407,150 425,466 653,365 641,103 642,888 606,468 


Miscellaneous Other Fee Based Receipts. The rest of the miscellaneous fees collected by the Town are 


Source: Detailed Data. 


listed in the next table. The amounts are small but the number of transactions are reasonably high. 


Description of Fee 1995 1996 1997 1998 1999 2000 
43201  PHOTO-COPIES 822 620 1,335 0 0 9 
43201  PHOTO-COPIES 7 0 0 0 6 0 
43201  PHOTO-COPIES 1,400 1,516 1,222 1,194 1,301 902 
43205 Municipal Lien Certificates 14,792 22,703 18,866 33,058 37,983 18,210 
43206 Demand & Misc Charges 14,647 13,197 9,599 16,488 14,575 14,020 
Demand & Misc Charges - Tax 
43207 Title 0 0 23 5,020 34 0 
Sealer of Wts and Measures 
43208 Fees 471 640 781 684 1,231 1,067 
43701 Zoning By-Law Books 440 285 345 406 643 855 
43705 List of Residents 2,185 1,653 1,490 1,095 2,170 1,914 
43710 Voter Lists/Label/Disks/Tapes 1,168 42 92 50 654 376 
43716 Filing Fees 0 0 150 50 1,800 3,210 
43716 Filing Fees 450 9,400 2,150 1,850 2,850 1,800 
43722 Firearms I.D. 124 122 74 112 98 1,338 
43724 Bicycle Registration 4 10 2 3 1 0 
43725 Fire Box Fees 2,848 2,850 2,175 3,170 150 0 
43730 Deep Holes & Percs 500 500 850 450 290 250 
43734 Rabies Clinic Fees 0 0 368 0 0 0 
43739 STREET LISTINGS 0 0 0 0 0 100 
44102 Package Store License 2,000 2,000 2,000 2,000 2,000 2,000 
44103 One-Day Liquor License 1,630 1,450 2,250 1,650 2,025 5,200 
44104 Liquor Licenses 12,500 15,000 13,500 13,500 10,700 13,508 
44208 Other Licenses and Permits 1,538 1,673 1,947 1,543 1,437 935 
44208 Other Licenses and Permits 9,149 7,442 9,185 8,032 14,069 15,367 
44216 Yard Sale Permits 0 0 0 175 150 170 
44219 Common Victualler's License 730 455 595 425 530 525 
44255 License to Carry Firearms 1,900 1,640 1,740 1,640 1,760 588 
Miscellaneous Total 69,306 83,198 70,739 92,595 96,456 82,343 


Source: Detailed Data. 
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The next table summarizes these receipts by category. While the total is significant, it only represents 
between 2 and 3% of the Town's annual budget. If all the fees in the Town were increased by 10% next 
year, the additional revenue to the Town would be $140,000. A twenty percent (2096) increase across the 
board in fees would produce an additional $280,000 in revenues. 


Elsewhere in this report, FACTS make several recommendations for changes in the Town's fees. 


1995 1996 1997 1998 1999 2000 
Town Clerk Total 40,752 37,788 28,303 36,145 54,143 61,114 
Ambulance Total 56,551 55,468 80,761 119,492 105,516 141,894 
Cemetery Totals 109,771 109,020 129,066 136,927 112,593 115,979 
Building & Zoning Officer Total 215,091 169,735 211,144 299,635 356,833 374,264 
Board of Health Total 26,713 23,652 20,009 27,552 25,945 16,295 
Transfer Station Total 407,150 425,466 653,365 641,103 642,888 606,468 
Miscellaneous Total 69,306 83,198 70,739 92,595 96,456 82,343 
Grand Total 925,332 904,326 1,193,386 1,353,449 1,394,374 1,398,356 


Source: Detailed Data. The zeroes reflect accounting changes, as receipts within categories. Some netting may be 
occurring in these numbers, as well. 


INVESTMENT INCOME 


The Town has received a sizable amount of interest on money held over the last eight years as the next 
table illustrates. Investment Income has ranged from a low of $140,000 in FY92 to a high of $889,374 in 
FYOO. Much of the recent growth in this source can be attributed to arbitrage proceeds from bonding the 
recent school projects and should be carefully evaluated when anticipating future performance. 


OTHER REVENUE 


Other Revenue consists of Penalties and Interest, Fees for Service, Investment Income, and Permit and 
License Fees. In this category, growth in Permit and License Fees has exceeded growth in any other 
revenue source, at 14.096 per year during the last five years. These fees, however, represented only 
2.396 of Total Revenue (No W/S) in FYOO. They are very much tied to the health of the local economy 
and future prospects for available land. 


AVAILABLE FUNDS 


Available Funds have functioned as the municipal "bandaid box" during the last ten years. While growth 
in Available Funds as a source has approximated 5.5% per year during the last five years, individual 
Sources vary and are constrained. 


The contribution of Free Cash to revenue has ranged from $25,000 in FY93 to $985,000 in FY95, and it 
has represented anywhere from 0.1% to 2.7% of Total Revenue (No W/S). End-of-year departmental 
reversions are a significant component of Free Cash, and during the early part of the ten-year period, as 
Winchester assumed greater risk in its projections and created leaner budgets, fewer dollars were 
reverted at the close of each year. Recent positive experience in Energy expenditures and Funded Debt 
costs, among others, have increased reversions and thereby spurred a higher Free Cash contribution to 
the annual budget. Sale of Land proceeds are not a consistent source and are clearly a constrained one. 
In seven out of the last ten years, no land sale monies were available for use as a revenue source. Short 
of excessing additional town-owned properties, forests, and conservation lands, the Woburn-Loop is the 
only remaining significant source of town-owned land. Even using very optimistic pricing assumptions 
($10-12/sq. ft., representing recent pricing experience), less than $1 million remains in this resource. 


Page 4-10 FACTS Committee Report 


In recent years, Winchester has begun to contribute to Stabilization Funds in anticipation of known 
future capital and operating expenditures (i.e., School renovation and NESWC contract). No funds were 
drawn from these accounts between FY96 and FYOO. The funds are only now becoming available in 
sufficient volume to use as a resource for those purposes. 


The Permanent Care Account has recently become a much more significant contributor as the Town 
moves toward a full self-funding model in Cemetery. While this source provided only $90,000 in FY97, in 
FYOO, the Permanent Care Account contributed $386,500 and represented 0.8% of Total Revenue (No 
W/S). 


The Overlay Surplus has become a smaller contributor each year as overlay provisions have become 
tighter. While contributing $245,000 to revenue in FY97, the amount declined to $100,000 in both FY99 
and FYOO. 


Revolving Funds 


The Town has identified several service programs that essentially operate as separate businesses and 
are predominantly self-supporting. Two conditions typically exist in these cases: revenues are primarily 
generated by fees for service, and the costs associated with producing those revenues are clearly 
identifiable and distinct. During the past decade, the Town has chosen to establish Revolving Fund 
Accounts to separately capture and report the revenues and expenses associated with many of these 
programs. Currently, eleven such Revolving Fund Accounts exist: 


Title Purpose Statute 

School Lunch To Aggregate School Lunch Receipts Ch. 71, Sec. 72 
and Expenditures 

School Transportation To Aggregate School Transportation Ch. 71, Sec. 47 
Fees and Expenditures 

School Tuition To Aggregate Fees and Expenses Ch. 71, Sec. 71F 
associated with Students attending 
Winchester Schools on a Tuition Basis 

School Athletics To Aggregate Fees and Gifts associated | Ch. 71, Sec. 47 
with the Athletic Program and attendant 
Expenditures 

School Building Rentals To Aggregate Fees and Expenditures Ch. 40, Sec. 3 
associated with School Building Rental 

Police Details To Aggregate Fees and Expenditures Ch. 44, Sec. 53C 
associated with providing Special Details 

Transfer & Recycle Center To Aggregate Net Proceeds from Town Ch. 44, Sec. 53E% 
Recycling Effort 

Board of Health Clinics To Aggregate Fees and Expenditures Ch. 44, Sec. 53E% 
associated with providing Clinics 

Board of Health Hepatitis To Aggregate Fees and Expenditures Ch. 44, Sec. 53E% 

Program associated with providing Hepatitis 
Dranram 
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Title Purpose Statute 


Program 


Recreation To Aggregate Fees and Expenditures Ch. 44, Sec. 53D 
associated with Recreation Dept. 
Programs 


Sewer Fee Connection To Aggregate Fees and Expenditures Ch. 44, Sec. 53E1/2 
Account associated with providing Sewer 
Connection Service 


In total, over $2.7 million flowed through these eleven accounts in FY99. In FY96, the volume for eight 
such accounts amounted to just over $1 million. The Town has expanded its use of Revolving Fund 
Accounts, and the programs they cover generate increased revenue every year. 


Since the majority of the revenue associated with these accounts is not subject to Town Meeting 
appropriation, Revolving Fund Account budgets do not receive the same reporting treatment applied to 
the rest of the budget. While guidelines do exist to govern the types of expenditures that can be charged 
to each account, in certain cases the Committee has found an incomplete audit trail (e.g., School 
Building Rental Fund: a significant portion of Total Expenditures is simply charged to Misc. Expense 
each year. It would be difficult to evaluate the appropriateness of these expenditures without checking 
individual invoices). 


The Committee has identified a need for increased vigilance, particularly on the part of the School 
Department, to guarantee that charged expenditures appropriately meet the definition for each Revolving 
Fund Account. It also proposes that more formal procedures be implemented for the financial 
management and reporting of these accounts. A Revolving Fund annual report should be presented 
during the Annual Town Meeting and should consist of three components for each account: a balance 
sheet, a profit and loss statement, and a cash balance and reversion report. 


Revolving Funds are becoming an operational mainstay in Winchester. Greater emphasis should be 
placed on complete reporting of their operations and results. 


REVENUE SUMMARY 


Total Revenue (No W/S) has grown at a rate of 3.696 per year since FY90, escalating to 5.096 during the 
most recent five years. Since FY95, significant contributors have been State Aid and Motor Excise Tax 
revenues. Combined, between FY95 and FYOO, these sources represented an average of 15% of Total 
Revenue (No W/S) and grew at a rate of 9.4% per year. Permit and License Fees, representing an 
average of 1.796 of revenue sources since FY95, have grown at 14.096 per year. These five-year 
increases were balanced by Tax Levy growth. Tax Levy proceeds averaged 75.996 of Total Revenue (No 
W/S) since FY95 and grew at 4.0% per year. A final contributor of note, Sale of Land, has become an 
inconsistent, unpredictable, and quite limited source of revenue for the operating budget. 
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Town of Winchester Revenue 
FY90 through FY95 


28,001,584! 77.196 


Ma Fae) 
Tax Levy Chapter 110 L ~o .]| A | 4 [| ~ | ~ |J 1,491,8931 
LUE 2 rs [p  : p E p] s p ^5 [| ift: J| 
3,874,080; 11.996 2,871007; 9.296 2,245,760! 7.196 2,269,033 7.196 2,720,692! 8.096 2,859,070! 7.996 
A-|] 
1,342,940; 41% 1,435,858; 4.6% 1,453,365; 4.6% 1,600,854; 5.096 1,601,203; 4.7% 1,995,144; 5.5% 


Other Revenue 

Penalties & Interest 

Service Charges - Trash 574,212! 1. 491,893! 1. 455,771! 1. 441,365! 1. 428,874! 1. 416,644! 
Rentals 120251! 0. 141,073] 0. 167,118] 0. 204,940! 0. 211,521. 0. 111,5931 
Cemetery 104,978! 0. 82,6061 0. 101,391! 0. 114,0171 0. 110,098 0. 114,461] 
Special Assessments 13,1 82i Ñ 11 5791 E 9,263; H 9,595; i 10,2571 E 5,726; 
Investment Income 577,301] 1. 305,818! 1. 140,784! 0. 133,955! 0. 174,190! 0. 674,212! 
Fees/Fines/Licenses/Permits/Other 547,209! 326,036! 454,194! 473,986! 602,957; 560,857! 


Sub-Total Other Revenue 2,039,335 . 1,536,020 . 1,549,345 . 1,681,270 $ 1,832,672 E 2,168,033 


Available Funds 
Free Cash 
Federal Revenue Sharing 
Sale of Land 
Stabilization Fund 
Permanent Care Account 
Parking Meters 
Dog Fund 
Overlay Surplus i j K ij k H 1 10,234! 
Account Closeouts/Transfers 230,000; i ,6221 ; ,000; A 74,485; 
Cherry Sheet Overestimate 12,8481 j| j I . 1 E I $ 4,028; 
Other 0 104,809! 


H 
| 
Sub-Total Available Funds 1,589,6441 


TOTAL RECEIPTS & AVAILABLE FUNDS 


TOTAL ALL REVENUE 35,919,368! 34,447,526! 35,506,514| | 36,526,069 38,887,613} 40,972,259} 
TOTAL (ALL REV less 110 and W & S) 32,612,067; 100.0%| 31,237,600 100.0%| ^ 31,717,823; 100.0%| ^ 32,045,886; 100.0%| ^ 34,218,530; 100.0%| ^ 36,335,578; 100.0% 


Note: Revenue Components Stated as % of Total Revenue less 110 and W & S 
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Town of Winchester Revenue 


FY96 through FY00 


FY96 | %of FY97 | %of FY98 | %of FY99 i| 960f % of || FY90-00 | FY95-00 
H H H 1 H 
Actual 1 Total Actual 1 Total Actual 1 Total Actual 1 Total Actual 1 Total CGR CGR 
Loop t$ TD TP T Tp  [ VES VESES | TENE 
28,953,670! 77.5% 30,021,809! 76.896 31,170,089! 76.896 32,465,938! — 75.596 34.006,230! — 73.296 4.096 
EN A RERO DL PI] 
Tax Levy Chapter 110 1,905,2121 2,061,5301 2,138,3331 2,158,3021 2,221,669 8.3% 
3,180,650! 8.5% 3,488,801! 8.9% 3,900,917! 9.6% 4,265,862! 9.9% 4,905,888! — 10.696 11.496 
AS, edu cec A E AS E) SS AA i 
1,866,479] 5.0% 1,965,5901 2,255,313i 2,390,5021 2,685,820! 5.8%] 6.196 
Other Revenue i i ] i ] 
Penalties & Interest 291,2431 375,291! 1.0% 295,476! 260,394! 0.6% 
Service Charges - Trash 432,397! 670,328! — 1.796 641,103! 642,888! 1.5% 
Rentals 104,3691 124,727! — 0.396 110,6021 49,960! — 0.196 
Cemetery 117,318 138,766 0.4% 1443771 120,048: — 0.39 
Special Assessments 5,5141 4,2914 — 0.09, 3,9031 3,072; 0.0% 
Investment Income 580,2271 320,344! 0.8% 337,3101 522,459! — 1296 
Fees/Fines/Licenses/Permits/Other 479,326! 574,879! — 1.596 645,985! 710,439! 1.7% N/A 14.0% 
! 
H 
Sub-Total Other Revenue 2,010,394 2,208,621! 5.6% 2,178,756} 2,309,260} 5.4% : N/A 7.6% 
TOTAL RECEIPTS (incl. Chapter 110) 37,916,405; 39,746,351! 41,643,408; 43,589,864! 46,941,301: 5.296 
ES PE O A E O E A E A PA 
Available Funds 1 
Free Cash 612200] 1.4% 
Federal Revenue Sharing 01 
Sale of Land 450,000! 1.0% 
Stabilization Fund 280,000: H H 0: 
Permanent Care Account 100,000} 90,0000 0.2% 115,000} 320,000} — 0.796 
Parking Meters 29,500! 0.196 67,600} 70,000! 0.2% 
i i i 
Dog Fund 2,000! 0.0% 2,000! 13,400! 0.0% 
Overlay Surplus 245,000! 0.6% 0.2% 
Account Closeouts/Transfers 34,105; 0.196 
Cherry Sheet Overestimate 1,5101 0.096 
Other 63,649! — 0.296 0! 
H H 
i i 
H 1 
Sub-Total Available Funds ,338,0051 y 1,415,689! 3.696 ,565,6001 E 1,714,8411 3.7%] N/A 5.5% 
O O O O O O e O ei OA i RN 
TOTAL RECEIPTS & AVAILABLE FUNDS 39,254,410! 41,162,040! 42,712,580! 45,155,464! 48,656,142! 5.2% 
ooo] oo ooo Eoo VENENOS dE VENOSO d VES od QO d p  — | 
33744171 81309971 3750417, 3475.706) 478770; [ 
TOTAL ALL REVENUE 42,628,827! 44,293,037! 46,462,997! 48,631,170! 52,831,912! 5.2% 
EAS AA O A a ANNE A AA E i 
TOTAL (ALL REV less 110 and W &S) 37,349,198; 100.0% 39,100,510; 100.096 40,574,247; 100.0% 42,997,162; 100.0% 46,434,473; 100.0%]| 3.696 5.096 


Note: Revenue Components Stated as % of Total Revenue less 110 and W & S 
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Expenditures 
Winchester spends its revenues in the following expense categories: 


e Municipal Budget (including all of the various departments such as Police, DPW, Recreation, 
etc.) 


e Education Budget 

e Energy 

e NESWC Trash Disposal 
e Undistributed 


e Legal Expenses 

e Funded Debt (Principal and Interest) 
e Contributory Retirement 

e Health Insurance 

e Other Employee Benefits 

e Other 


e Other Expenditures 
e Operating Capital 
e Charges and Assessments 
e. Overlay 
e Stabilization Accounts (NESWC and Buildings) 


Winchester also posts expenditures to the Revolving Fund Accounts and Water and Sewer Account, and 
utilizes Grants and Donations received by the Town to purchase goods and provide services that might 
not otherwise be available. 


The following discussion addresses the uses of funds that can be directly tied to Winchester's budget 
process. While not covered here, Revolving Funds, Grants, and Donations are each discussed 
independently in the detailed analysis. 


EXPENDITURE OVERALL PERFORMANCE 
Winchester's Total Expenditures increased from $34,460,762 in FY90 to $51,034,730 in FYOO. 
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Total Expenditures FY90 - FYOO 
Town of Winchester 


60,000,000- 
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10,000,000 


0 T T T T T T T T T T 
FY90 FY91 FY92 FY93 FY94 FY95 FY96 FY97 FY98 FY99 FYOO 


Municipal EM] Education Energy/NESWC 
Undistrib.-excl.110 Other 110 and Water/Sewer 


Source: Aggregate Data. 


This represents growth of approximately 4.096 per year. Again, this growth rate is modestly overstated, 
since it includes the performance of the Water & Sewer Account and Chapter 110. As with the Revenue 
discussion, to facilitate “apples to apples" comparisons, Chapter 110 and Water & Sewer are excluded 
from the following trend and ratio calculations. Total Expenditures, excluding Chapter 110 and Water & 
Sewer, are expressed as "Total Expenditures (No W/S)". Between FY90 and FYOO, Total Expenditures 
(No W/S) increased at a compound growth rate of 3.696. 


The following sections contain more details about specific department level spending. 


MUNICIPAL BUDGET 


In FYOO, the Municipal Budget (as defined in town budget documents, excluding Personnel Benefits, 
certain operating capital, and other overhead expenses) at $11,807,930, represented 26.3% of Total 
Expenditures (No W/S). Growth in the Municipal Budget approximated 3.796 per year during the ten-year 
period, increasing to 4.296 per year on average during the last five years. Minimal increases in Municipal 
personnel count helped contain growth in this expenditure category, as overall growth approximated that 
of contracted wage and Step and Track salary increases. In many instances, budgets for materials and 
equipment were held constant from year to year in order to offset any increases in personnel costs. 
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The following table breaks General Fund (100) expenditures into summaries by Department. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
Town Manager - -203,928 -217,728 -221,798 -240,389 -235,702 -255,964 -275,017 -273,810 -308,295 
Admin. 1210 
Comptroller 1330 -143,749 -146,288 -153,152 -161,764 -159,928 -174,656 -181,807 -187,134 -194,042 
Assessors 1340 -124,528 -127,862 -135,542 -141,288 -139,747 -166,800 -171,855 -179,979 -194,553 
Collector -149,396 -154,672 -156,287 -169,677 -166,015 -180,684 -184,302 -174,966 -183,519 
Treasurer 1350 
Audit 1360 -20,000 -30,000 -20,000 -20,000 -20,000 -22,000 -21,450 -26,000 -34,000 
Legal 1510 -89,998 -79,209 -123,435 -127,263 -166,389 -195,000 -176,471 -144,942 -262,872 
Data Processing -52,947 -71,777 -91,538 -99,803 -83,350 -83,993 -95,819 -96,800 -144,893 
1530 
General Services -69,181 -66,175 -65,830 -73,639 -84,323 -75,312 -80,538 -80,044 -106,983 
1540 
Engineering 1550 -187,571 -187,579 -196,372 -205,074 -174,067 -159,223 -205,534 -216,059 -176,837 
Town Clerk 1610 -156,129 -162,728 -163,957 -196,033 -170,679 -203,650 -190,963 -218,211 -223,054 
Conservation -19,765 -19,928 -20,555 -21,247 -20,992 -22,521 -23,281 -23,829 -25,681 
Comm. 1710 
Planning Brd -26,516 -27,156 -27,797 -29,432 -29,338 -21,977 -35,166 -37,174 -51,436 
1720 
NESWC 1810 0 0 O  -1,125,000 -925,683 -1,175,625 -1,101,332 -1,213,175 -1,174,996 
ENERGY -1,046,220 -1,072,929 -1,101,500 -1,101,038 -1,142,159 -1,242,387 -1,242,386 -1,166,899 -1,188,112 
(Unallocated) 
1910 
Fire and -1,946,941 -1,959,245 -2,052,139 -2,130,119 -2,136,858 -2,232,745 -2,402,378 -2,471,162 -2,587,884 
Ambulance 
2200/2900 
Police, Dog -2,071,564 -2,151,548 -2,316,230 -2,433,186 -2,450,773 -2,663,809 -2,735,506 -2,853,898 -2,929,482 
Control 2100/2900 
Building and -132,553 -137,610 -153,300 -151,238 -147,012 -155,065 -149,681 -162,588 -173,959 
Zoning Dept. 2410 
Education -13,374,374 -13,350,702 -14,505,643 -15,411,045 -15,787,423 -17,295,928 -18,306,651 -19,644,905 -21,419,788 
3100/3600 
DPW 4000 -3,057,199 -3,145,643 -3,364,607 -2,304,149 -2,295,523 -2,456,787 -2,817,960 -2,855,840 -2,866,246 
Health Dept. 5100 -98,944 -131,339 -110,685 -134,463 -109,425 -146,732 -146,898 -147,748 -140,053 
Library 6100 -645,461 -677,602 -722,589 -782,208 -766,431 -879,633 -952,875 -1,015,530 -1,098,146 
Recreation -122,327 -111,909 -129,072 -183,134 -181,582 -197,110 -207,193 -136,394 -144,593 
Admin. 6200 
Debt 7100/7500 -1,411,109 -1,290,028 -1,121,709 -2,779,480 -3,353,778 -3,373,729 -3,143,471 -3,165,559 -3,302,080 
State/Cnty 0 0 -576,658 -665,897 -504,420 -718,979 0 0 0 
Assessments 
8200/8300 
Employee Benefit -4,672,393 -4,280,699 -4,533,078 -4,619,291 -4,832,323 -5,118,954 -5,179,364 -5,508,370 -5,634,338 
Pckg 9100 
Capital Expense -443,851 -667,741 -584,614 -529,727 -352,547 -726,278 -260,729 -405,363 -102,854 
GenFunds 9300 
Total of Listed -30,266,642 -30,268,098 -32,648,087 -35,835,585 -36,436,468 -39,945,539 -40,288,625 -42,406,379 -44,668,698 
Expenditures 
Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
Funds 100 
% of General 98.4% 98.1% 97.8% 99.1% 99.2% 98.3% 97.9% 98.4% 99.2% 
Fund Total Shown 
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Source: Detailed Data. These detailed numbers do not agree with the aggregate numbers. There are changes in 
accounting practices embedded in these numbers. Expenses have been labeled differently over the years. Some of 
these expenses are reported elsewhere with revenues on a net basis. 


This table illustrates the largest contributors in the Town's expense environment, which are listed in 
descending order: 


e Education 


e Municipal Employee Benefits 


e DPW 
e Police 
e Fire 


The next two pie charts illustrate the over-riding importance of these drivers on the expense side of the 
Town's financial profile. The first chart shows the distribution of General Fund Expenses in FY 1992. The 
second chart shows this same distribution of General Fund Expenses in FY 2000. 


The 1992 Expense Pie 


El DepartName 

Bl Town Manager - Admin. 1210 
O Comptroller 1330 

O Assessors 1340 

Police Bi Collector Treasurer 1350 

El Audit 1360 

BlLegal 1510 

DL Data Processing 1530 

li General Services 1540 

Bl Engineering 1550 

LU Town Clerk 1610 

El Conservation Comm. 1710 

E Planning Brd 1720 

B NESWC 1810 

ll ENERGY (Unallocated) 1910 

@ Fire and Ambulance 2200/2900 
El Police, Dog Control 2100/2900 
O Building and Zoning Dept. 2410 
O Education 3100/3600 

ODPW 4000 

O Health Dept. 5100 

Library 6100 

D Recreation Admin. 6200 

Debt 7100/7500 

El State/Cnty Assessments 8200/8300 
El Employee Benefit Pckg 9100 
El Capital Expense GenFunds 9300 
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The 2000 Expenses Pie 


El DepartName 

Bl Town Manager - Admin. 1210 
O Comptroller 1330 

DAssessors 1340 

Bi Collector Treasurer 1350 

El Audit 1360 

BlLegal 1510 

O Data Processing 1530 

E General Services 1540 

Bl Engineering 1550 

DH Town Clerk 1610 

E Conservation Comm. 1710 

B Planning Brd 1720 

MNESWC 1810 

Bl ENERGY (Unallocated) 1910 
E Fire and Ambulance 2200/2900 
E Police, Dog Control 2100/2900 
O Building and Zoning Dept. 2410 
O Education 3100/3600 

DPW 4000 

Health Dept. 5100 

Library 6100 

Recreation Admin. 6200 

Debt 7100/7500 

Bl State/Cnty Assessments 8200/8300 
El Employee Benefit Pckg 9100 
El Capital Expense GenFunds 9300 


A number of points are noticeable from a comparison of the 1992 and 2000 Expense Pies. There are a 
few visible changes. 


e Education expenses have grown relative to the remaining General Fund departments. This is 
largely due to the growth in the cost of Special Education and increasing enrollments (discussed 
in more detail below). 


e Employee Benefits did not materially change from its position in 1992. It is still the second most 
significant driver of the Town's Expenses. 


e Public Works moved down from the third largest expense to the fourth largest expense, behind 
Police. This can be explained by the transfer of a portion of DPW General Fund expenses to the 
600 Enterprise Fund for water and sewer operations (discussed in more detail below). 


e Police and Fire stayed in virtually the same relative position in both the 1992 and 2000 pies. 


The relative growth of Education in the overall budget represents the single most important trend in 
overall expenses. Current trends indicate that in each year one percent of the overall budget switches 
from overall municipal services to education. This trend is significant, and must be dealt with if other 
services are to avoid being crowded out as resources shift to education. 
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As noted above, much of this trend can be explained by the growth of Special Education expenditures 
over the last decade. The cost of the Special Education program has risen at a much greater rate than 
property taxes are allowed to rise under Proposition 2%. 


POLICE DEPARTMENT 


The overall Police budget, including School Traffic Control, the Dog Officer, etc. has been growing 
steadily, driven largely by salaries in the Police Administration, Police Patrol, Police Investigation, and 
Police Maintenance categories. This growth is steady. Over the last nine years, expenditures on Police 
have remained relatively stable as a percentage of the Total of General Fund Expenditures in the Town, 
from just over 6.73%% in 1992 to 6.5% in 2000. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 


Police -183,938 -189,245 -209,394 -218,265 -242,001 -262,450 -272,236 -282,399 -288,550 
Administration 


Police Patrol -1,321,870 -1,385,894 -1,509,627 -1,589,397 -1,591,761 -1,747,311 -1,775,873  -1,854,236 -1,891,705 
Police Investigation -149,492 -151,724 -156,960 -164,822 -159,278 -161,725 -176,367 -183,423 -191,934 
Police -235,227 -226,588 -230,305 -242,815 -242,553 -264,966 -275,860 -287,250 -313,380 
Communications 

Police Maintenance -35,714 -28,321 -32,043 -26,793 -29,782 -30,624 -30,086 -33,923 -32,282 
School Traffic -124,934 -147,652 -156,327 -166,042 -161,533 -170,183 -175,953 -184,190 -180,798 
Control 

Dog Control Officer -19,389 -21,125 -20,789 -24,155 -23,808 -25,665 -26,870 -26,241 -28,415 
Auxiliary Police -1,000 -998 -787 -895 -57 -885 -2,262 -2,236 -2,419 
Total Police -2,071,564 -2,151,548 -2,316,230 -2,433,186 -2,450,773 -2,663,809 -2,735,506 -2,853,898 -2,929,482 
Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
Funds 100 

% Contribution to 6.73% 6.97% 6.94% 6.73% 6.67% 6.56% 6.65% 6.62% 6.50% 


Total Gen Funds 


Source: Detailed Data. These numbers do not include capital purchases of equipment or vehicles, which are generally 
recorded in Fund 300 or as "Undistributed" expenditures from the General Fund in the 9300 series. 


FIRE DEPARTMENT 


Fire Department Expenses, including Ambulance, have been growing slowly and steadily, driven largely 
by salaries. Over the last nine years, expenditures on Fire have gone down slightly as a percentage of 
the Total of General Fund Expenditures in the Town, from just over 6.339696 in 1992 to 5.796 in 2000. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 

Fire Administration 2211 -83,121 -94,063 -104,459  -111,637 -109,011 -122,011 -131,123 -116,881 -128,240 
Firefighting 2212 -1,515,996 -1,787,031 -1,871,190 -1,934,252 -1,952,864 -2,023,054 -2,185,681 -2,256,797 -2,352,127 
Fire Prevention 2213 -52,833 -5,811 -5,056 -7,579 -7,502 -8,069 -7,373 -10,496 -10,457 
Fire Communication -57,281 -26,747 -25,740 -35,311 -28,242 -36,152 -32,583 -31,236 -40,947 
2214 

Fire Maintenance 2215 -97,626 -37,900 -36,178 -32,299 -32,116 -33,383 -30,376 -32,809 -38,507 
Ambulance 2216 -138,860 -6,550 -8,267 -7,950 -5,791 -9,263 -14,208 -21,973 -16,606 
Auxiliary Fire 2920 -1,223 -1,144 -1,249 -1,092 -1,333 -813 -1,034 -970 -1,000 
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1992 1993 1994 1995 1996 1997 1998 1999 2000 


Total Fire -1,946,941 -1,959,245 -2,052,139 -2,130,119 -2,136,858 -2,232,745 -2,402,378 -2,471,162 -2,587,884 
Total General Funds 100 -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 


% Contribution to Total 6.33% 6.35% 6.14% 5.89% 5.82% 5.50% 5.84% 5.73% 5.75% 
Gen Funds 


Source: Detailed Data. These numbers do not include capital purchases of equipment or vehicles, which are generally 
recorded in Fund 300 or as “Undistributed” expenditures from the General Fund in the 9300 series. 


The Town’s Firefighters are spending significantly more hours on overtime in 2000 than in 1992. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
51359OVERTIME -43,534  -35,480 -94,394 -66,968 -82,484 -120,623 -159,943 -124,482 -160,084 


PUBLIC Works (DPW) 


The overall DPW budget has been growing steadily, driven largely by salaries in the DPW Administration, 
Maintenance, Buildings, Garage, Cemetery, and Transfer Station categories. Looking at the big picture, 
over the last nine years, expenditures on DPW have gone down slightly as a percentage of the Total of 
General Fund Expenditures in the Town, from just over 6.739696 in 1992 to 6.5% in 2000. 


DepartName 1992 1993 1994 1995 1996 1997 1998 1999 2000 


DPW ADMINISTRATION -153,972 -136,180 -143,349 -147,123 -155,152 -165,618 -165,071 -150,845 -157,240 
4111 


MAINTENANCE 4121 -813,107 -790,059 -822,079 -865,508 -823,259 -888,964 -956,188 -1,007,155 -1,047,522 
BUILDINGS 4131 -422,619 -389,533 -423,786 -435,355 -417,446 -474,375 -659,420 -667,419 -619,824 
GARAGE 4141 -239,411 -237,435 -241,938 -250,381 -234,269 -285,251 -293,204 -258,307 -285,037 


TRANSFER STATION -1,026,374 -1,161,749 -1,259,589 -220,185 -215,787 -246,662 -265,341 -293,042 -270,249 
4151 


CEMETERY 4161 -166,913 -172,586 -240,969 -253,604 -177,803 -205,393 -281,863 -260,948 -315,841 
SNOW & ICE 4171 -79,310 -210,283 -230,485 -119,808 -269,325 -188,091 -194,392 -215,527 -167,616 
Winter Pond - Dept Envir 0 0 0 -8,000 0 0 0 0 0 
Mgmt 4183 

Flood Insurance Recovery 0 0 0 -1,603 0 0 0 0 0 
4184 

Caretaker of  Veterans' -2,400 -2,341 -2,411 -2,581 -2,484 -2,432 -2,480 -2,597 -2,918 
Graves 4160 

Water Bond FY90 #325 -153,091 -45,143 0 0 0 0 0 0 0 
4620 

HOUSING 88 - #566 4630 0 -334 0 0 0 0 0 0 0 
Total DPW -3,057,199 -3,145,643 -3,364,607 -2,304,149 -2,295,523 -2,456,787 -2,817,960 -2,855,840 -2,866,246 


Total General Funds 100 -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 


% Contribution to Total 9.94% 10.20% 10.07% 6.37% 6.25% 6.05% 6.85% 6.62% 6.36% 
Gen Funds 


Source: Detailed Data. These numbers do not include capital purchases of equipment or vehicles, which are generally 
recorded in Fund 300 or as “Undistributed” expenditures from the General Fund in the 9300 series. 
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EDUCATION BUDGET 


Rising enrollment and escalating Special Education costs spurred the Education Budget to an average 
growth that exceeded that of any other expenditure category during the last five years. Increasing from a 
budget of $15,694,432 in FY95 to $$21,422,460 in FYOO, Education expenditures (as defined in town 
budget documents) grew at a rate of 6.4% per year and consumed 47.8% of Total Expenditures (No W/S) 
in FYOO. 


As noted above, increases in Education expenses from the operating accounts in the General Fund 
(excluding capital expenditures) have been the most important driver in the Town over the past nine 
years. The table below summarizes education expenses recorded in Fund 100, Departments 3xxx, 
between 1992 and 2000. The expenses are broken out by the various schools and school departments. 
Not included below are staff benefits and energy costs, which are separately recorded in other 
departments established within the Town's accounting system. 


FUND 100 1992 1993 1994 1995 1996 1997 1998 1999 2000 
Central -878,780 -906,191 -1,021,759 -1,354,072 -1,109,888 -1,211,170 -1,517,522 -1,952,958 -2,390,858 
Office/System 
Services 


Senior High School -3,531,482 -3,499,315 -3,666,467 -3,698,498 -3,712,559 -3,931,169 -4,134,680 -3,858,959 -4,053,144 


McCall Middle -2,482,915 -2,400,404 -2,579,001 -2,656,686 -2,682,744 -2,999,557 -3,093,197 -3,016,117 -3,059,814 
School 

Ambrose -743,458 -756,397 -864,894 -882,395 -920,821 -1,000,188 -1,021,030 -1,066,106 -1,150,668 
Elementary 


Lincoln Elementary 1,325,289 -1,215,494 -1,333,079 -1,494,621 -1,506,096 -1,559,508 -1,543,187 -1,592,420 -1,661,138 


Lynch Elementary -914,245 -945,679 -1,067,011 -1,205,739 -1,224,610 -1,304,828 -1,325,463 -1,343,030 -1,377,230 
Muraco Elementary -881,510 -1,022,966 -1,127,300 -1,127,310 -1,198,509 -1,211,848 -1,169,539 -1,162,389 -1,298,115 
Vinson Owen -707,997 -696,768 -795,115 -828,537 -845,173 -856,675 -926,608 -971,913 -1,101,391 
Elementary 

Special Education -1,856,171 -1,866,446 -2,029,175 -2,150,039 -2,385,836 -2,820,572 -3,305,042 -4,420,156 -4,961,135 


Source: Detailed Data. These detailed numbers do not agree with the aggregate numbers. There are changes in 
accounting practices embedded in these numbers. Expenses have been labeled differently over the years. 


The next chart shows this same information graphically. The horizontal axis shows the fiscal year, and 
the vertical axis is in dollars. All the numbers in the chart are "negative" because they are expenses, and 
will be presented jointly with revenues in the next Section. The uppermost line in the chart shows Central 
Office Expenses 3111. The other lines are "stacked" below this line, to show the relative contribution of 
each school and program to total education expenditures. The bigger the space between each line and 
the line above it, the greater the contribution to total education expenses. 


Page 4-22 FACTS Committee Report 


Trends in Education Expenses 


25,000,000 


Special Education 
20,000,000 


15,000,000 
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10,000,000 


Central Office/ 


The following charts look specifically at Special Education costs as a component of overall education 
costs. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
Education 
(Excluding 
SPED) 11,720,761 11,667,689 12,645,540 13,439,020 13,580,866 14,671,983 15,249,526 15,951,409 17,051,721 
SPED 1,653,612 1,683,013 1,860,103 1,972,026 2,206,557 2,623,946 3,057,125 3,693,496 4,368,068 


Source: Detailed Data. These numbers were computed by adjusting the costs recorded against Special Education in the 
detailed data, and moving the costs recorded for guidance counselors (Counselors) and nurses (Nurses) from Special 
Education to general education. 


The Rise is SPED Costs In Winchester 


e— Total Education (100) S= Adjusted SPED (100) emm» A dj usted Education Non-SPED 
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The preceding chart shows these trends between FY 1992 and FY 2000. Depending on the exact 
categorization of certain expenses, Special Education Costs rose $2-3,000,000 over the period to more 


than 2096 of the Education budget. 


Enrollment is another key driver of school department expenses. The table below lists school enrollment 
by school year. The Years listed in this table are academic years. For example, 1988 is the academic 


year ending in June 1988. 


1988 1989 1990 1991 1992 1993 1994 1995 1996 1997 1998 1999 2000 
Kinderg 143 193 208 216 219 215 207 221 263 235 258 221 223 
Gr1 250 216 244 270 266 276 267 263 281 311 273 271 291 
Gr 2 190 221 202 222 253 246 256 252 251 274 314 281 273 
Gr 3 215 196 224 208 219 251 245 253 243 253 275 313 286 
Gr4 206 206 194 212 206 219 256 246 261 224 253 268 308 
Gr5 193 214 208 202 214 201 215 254 233 245 234 248 265 
Gr6 201 192 208 214 194 202 200 224 261 239 240 233 248 
Gr7 194 219 186 217 213 197 197 198 227 254 229 246 228 
Gr8 213 201 202 186 217 203 195 213 192 231 243 226 251 
Gr 9 204 215 181 197 179 221 202 197 206 193 213 238 235 
Gr 10 245 206 221 189 206 179 224 192 192 209 187 218 233 
Gr 11 245 239 204 212 190 202 181 229 192 196 206 181 205 
Gr 12 297 242 236 200 213 186 194 186 221 188 187 198 175 
SPED 92 85 78 86 104 83 94 84 81 74 49 50 67 
Total 2888 | 2845 2796 2831 2893 2881 2933 3012 3104 3126 3161 3192 3288 


Source: The New England School Development Council, Marlborough, MA 


The next chart shows this same information graphically, with grades stacked on top of each other. 


Winchester Public School Enrollment Trends 
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The next two tables show trends in two different sets of grade groupings. The first set of grade groupings 
divides the K through 8 grades into three (3) equal groups of three grades each. This grouping is useful 
for tracking overall populations as they move through the elementary schools to the middle school. The 
second set of grade groupings follows the current division of students into grade school (K through 5), 
middle school (6 through 8), and high school (9 through 12). 


1988 1989 1990 1991 1992 1993 1994 1995 1996 1997 1998 1999 2000 
K through 2 583 630 654 708 738 737 730 736 795 820 845 773 787 
3 through 5 614 616 626 622 639 671 716 753 737 722 762 829 859 
6 through 8 608 612 596 617 624 602 592 635 680 724 712 705 727 
9 through 12 991 902 842 798 788 788 801 804 811 786 793 835 848 
SPED 92 85 78 86 104 83 94 84 81 74 49 50 67 
Total 2,888 2,845 2,796 2,831 2,893 2,881 2,933 3,012 3,104 3,126 3,161 3,192 3,288 


Enrollments, grouped by K through 5, 6 through 8, and 9 through 12. 


1988 1989 1990 1991 1992 1993 1994 1995 1996 1997 1998 1999 2000 


K through 5 1,197 1,246 1,280 1,330 1,377 1,408 1,446 1,489 1,532 1,542 1,607 1,602 1,646 


6 through 8 608 612 596 617 624 60<2 592 635 680 724 712 705 727 
9 through 12 991 902 842 798 788 788 801 804 811 786 793 835 848 
SPED 92 85 78 86 104 83 94 84 81 74 49 50 67 
Total 2,888 2,845 2,796 2,831 2,893 2,881 2,933 3,012 3,104 3,126 3,161 3,192 3,288 


Note: The School Department counts SPED enrollment in different ways. SPED enrollments here are full time SPED. 


ENERGY 


Energy costs, which are not allocated but are budgeted in total for all Municipal and Education operations, 
remained quite stable between FY90 and FYOO. At $1,101,526 and representing 3.5% of Total 
Expenditures (No W/S) in FY90, the Energy account had grown to only $1,266,675 in FYOO, and had 
actually declined to 2.896 of Total Expenditures (No W/S). 


NESWC 


While the costs of Winchester’s trash disposal contract with NESWC also remained relatively stable 
during the ten-year period, and averaged 2.9% of Total Expenditures (No W/S), the FYO1 contracted 
obligation exceeds the FYOO $1,174,996 expenditure by 3396. Committed obligations in this expenditure 
category will potentially displace other expense options for the next five years until the terms of the 
contract are fully satisfied. 


UNDISTRIBUTED (EXcL. 110) 


The real story in this expenditure category is the decline of Debt Service as a percentage of Total 
Expenditures (No W/S). Funded Debt principal and interest have declined from a combined $1,705,237, 
or 5.496 of Total Expenditures (No W/S) in FY90, to $1,036,155, or 2.396 of Total Expenditures (No W/S) 
in FYOO. While the Town has recently approved two debt exclusion overrides whose costs have not yet 
fully impacted the income statement, the position of long-term capital investment as a major town priority 
may be jeopardized if Debt Service declines much further. Typically, as debt obligations are paid down, 
the funds that have been freed up have been redirected to other operating expenditures, such as 
personnel (which become pseudo-fixed costs in this municipal environment). Further reduction in Debt 
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Service as a placeholder may put Winchester in a position where the Town has to put forward an override 
referendum for even the most modest capital improvement. 


EMPLOYEE BENEFITS 


In the Employee Benefits category, while Health Insurance expenditures, representing just over 6.096 
of Total Expenditures (No W/S), rose at a rate of 6.196 per year overall during the ten-year period, this 
growth slowed to 5.296 per year during the last five years. These trends reflect close management of this 
expenditure category, and the institution of several multi-year contracts with cost-containment features. 
As several contracts are under current review, and initial quotes indicate significant pricing increases, 
future projections do not match the recent positive experience in this category. Although growth in 
Contributory Retirement fluctuated during the early years of the period, this category has grown at a 
rate of 3.296 per year since FY95. At approximately 596 of Total Expenditures (No W/S), a future decline 
in this expenditure category is anticipated as Winchester approaches full funding of its Contributory 
Retirement obligation. 


The Town's data base of historical financial information indicates that Municipal employee benefits are an 
important driver on the expense side. The table below sets forth trends in the eight (8) elements of the 
employee benefits package: 

Contributory Retirement 

Worker's Compensation 

Unemployment Compensation Insurance 

Health Insurance 

Medicare Tax and Refunds 

F.I.C.A. Tax 


Non-Contributory Retirement 


o Moo F WN > 


Indemnification 


The Town’s Financial Practice is to include these amounts in the Town Budget, along with numerous 
other unallocated accounts, as “Undistributed.” The Benefits Package has actually gone down over the 
last nine years as a percentage of the Total of General Fund Expenditures in the Town, from just over 
15% in 1992 to 12.5% in 2000. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
Contributory -1,904,093 -1,643,981 -1,718,000 -1,618,798 -1,694,300 -1,776,440 -1,867,105 -1,954,930 -1,897,509 
Retirement 9110 
Workers' -405,797 -340,245 -316,950 -235,393 -241,706 -268,011 -206,237 -239,137 -247,492 
Compensation 
9120 
Unemployment -83,736 -16,913 -38,982 -33,944 -19,950 -31,408 -23,626 -63,824 -35,537 


Comp Insur. 9130 


Health Insurance -2,026,125 -2,017,084 -2,217,919 -2,470,057 -2,428,407 -2,571,901 -2,653,223 -2,754,839 -2,929,279 
9140 


MedicareTax & 0 0 0 -329 -207,526 -217,722 -216,393 -248,949 -267,402 
Refunds 9150 

F.1.C.A. TAX 9160 -65,583 -72,584 -78,711 -83,974 -83,533 -91,159 -89,697 -94,777 -114,370 
Non-Contributory -172,220 -165,701 -140,767 -129,813 -137,258 -97,551 -93,082 -103,907 -90,789 


Retirement 9170 


Indemnification -14,840 -24,190 -21,749 -46,984 -19,644 -64,761 -30,000 -48,006 -51,960 
9180 


Page 4-26 FACTS Committee Report 


1992 1993 1994 1995 1996 1997 1998 1999 2000 


Employee Benefit -4,672,393 -4,280,699 -4,533,073 -4,619,291 -4,832,323  -5,118,954 -5,179,364 -5,508,370 -5,634,338 
Package 


Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
Funds 100 
% Contribution to 15.18% 13.87% 13.57% 12.77% 13.15% 12.60% 12.58% 12.78% 12.51% 


Total Gen Funds 


Source: Detailed Data. 


OTHER EXPENDITURES 


Winchester’s expenditures on operating Capital (incl. Cemetery) fluctuated greatly during the ten-year 
period, ranging from zero funding in FY92 to $833,590 in FY90. While 2.7% of Total Expenditures (No 
W/S) was devoted to this category in FY90, in FYOO expenditures on operating Capital (incl. Cemetery) 
represented only 1.496 of the Total. This is of particular concern, given that the definition of operating 
Capital broadened over the period to include items that are purchased on a repeat annual schedule, such 
as police cars. 


In anticipation of future contractual and debt service obligations, Winchester established two 
Stabilization Accounts in FY97 and FY98. The objective of the NESWC Stabilization Account is to 
offset expenditure growth in this category as NESWC fees rise in the remaining years of the contract. 
The objective of the Buildings Stabilization Account is to fund future debt service or operating capital 
expenditures associated with building maintenance and renovation. At the conclusion of FY00, $800,000 
and $551,522, respectively, had been deposited in these accounts. The practice is a prudent one. The 
concern is that, at 0.696 of Total Expenditures (No W/S) in FY90, and representing Winchester's sole 
"rainy day" funds, these accounts may be both insufficient to satisfy their own earmarked objectives and 
will be inaccessible to cover future risks in other expenditure categories. 


EXPENDITURE SUMMARY 


Total Expenditures (No W/S) have grown at a rate of 3.6% per year since FY90, increasing to 4.8% per 
year during the most recent five years. Education expenses (Personal Services, M & S, Equipment) have 
experienced the highest growth of any significant expenditure category, at 5.1% per year during the ten- 
year period, escalating to 6.4% per year since FY95. As a percentage of Total Expenditures (No W/S), 
Education rose from 41.7% in FY90 to 47.8% in FYOO. Municipal expenses (Personal Services, M & S, 
Equipment) remained relatively flat as a percentage of Total Expenditures (No W/S) during the ten-year 
period, representing 26.2% of Total in FY90 and 26.3% in FYOO. Offsetting the increases in Education 
expenditures were declines in the percentage of the budget devoted to Funded Debt principal and 
interest, operating Capital, and Contributory Retirement. Stabilization Accounts were introduced as a 
means of partially funding future contractual and debt obligations. 
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Town of Winchester Expense 
FY90 through FY95 


FY90 — | %of FY91 | %of FY92 | %of FY93 of i FY95 | %of 
Actual ! Total Actual | Total Actual | Total Actual Actual | Total 
8,222,633| 26.2% 8,109,583; 26.1% 8,356,257! 26.8% 8,647,436} 27.4% 118, : 9,592,445; 27.096 


13,086,885! 41.7%| 13,434,671! 43.3%| 13,582,612! 43.6%| 13,585,475 43.0%| 14,742,704! 43.6%| 15,604,432! 44.2% 
1,101,526! 3.5% 1,067,427! 34% 1,046,000! 3.4% 1,072,929! 3.496 1,101,502! 3.396 1,101,128! 3.196 


Legal 

Funded Debt 

Funded Debt -110 

MWRA Chapter 110 

Interest on Funded Debt 
Interest on Funded Debt -110 
Tax Abatement Interest 
Contributory Retirement 
Worker's Compensation 
Unemployment Compensation 
Health Insurance 

Medicare Tax / Refunds 
FICA 

Non-Contributory Retirement 
Indemnification 

Court Judgments 


j 
122,590! 
4.1% 


6.1% 
330,708; 
80,0301 
5.1% 


173,864) 
35,0351 
2,000! 


j 
137,000! 


405,6171 
63,4641 


184,566) 
34,4041 
2,000! 


' 
85,621! 


1.196 


6.1% 
405,797; 
83,7361 


172,219! 
14,840! 
2,000! 


1,643,9811 
340,245; 
16,9134 


165,701 
24,1901 
1,6981 


942,933! 3.096 793,991 2.696 829,166! 2.796 936,338! 3.0% 1,083,750! 3.296 1,125,000! 3.296 
t t t t t t 


Undistributed 


| 
127,263! 
1,039,822! 2.9% 
246,990" 
944,580! 
250,104! 0.7% 
296,144! 
1,8391 
1,618,798] 4.6% 
235,393; 
33,944! 
2,276,160! 6.4% 
194,226! 
83,9741 
129,813! 


General Insurance 165,138! 189,965! 1744971 158,816! 107,476 
Sub-Total Undistributed 6,128,197! 6,199,644! 6,345,621! 5,811,240! 5,885,698! 
351,900; 11%] oi 00%] 409,59; 13%| 603,500] 1.8%| 549.100] 1.5%] 
[Capital - Cemetery | ^ o JJ a [| | o | a | |^ | | o | 
360,691; 1:1%| 300,115 0.9%] 321,915 0.9% 
[Overlay Deficit Cd O o  ] o [| 06 | 0 |] os ]| —c7439 fJ 


Special Articles 


|L | 51,9851 LL 0 [| i | 
L 0 [| /|— «s po Aa | 


Note: Expenditure Components Stated as % of Total Expenditure less 110 and W & S 
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Town of Winchester Expense 
FY96 through FY00 


FY99 FY90-00 | FY95-00 
Actual CGR CGR 

31% 4.2% 
Education 16,416,035] 44.4%| 17,272,928] 44.7%|  18,306,650| 45.9%] 19,644,905] 46.6%| 21,422,460| 47.8%|| 5.1% 6.4% 
218,175] 2.9%] 1,174,996] 26% NA | NIA 
Undistributed I ] I 

Legal 138,560! 195,000! 176,471! 144,943! 

Funded Debt 1,146,000! 3.1%] 1,047,000! 720,461 1.8% 738,000! 598,112!  1.3%| -7.4% | -10.5% 

Funded Debt -110 497,5241 527,7821 527,7821 543,7321 561,951! 

MWRA Chapter 110 985,2281 1,140,4061 1,247,305} ,258,4821 347,749} 

nterest on Funded Debt 300,304; 265,088; 284,000; 313,958; 438,043 — 1.0%| N/A N/A 

nterest on Funded Debt -110 422,460! 393,342! 363,246! 356,088! 449,291! 

Tax Abatement Interest 2,2611 1101 7221 o! o! 

Contributory Retirement 1,693,608} 1,776,440} 1,867,105} 954,931} 897,509! 429 N/A 3.296 

Worker's Compensation 247,973} 268,011} 206,237! 239,9721 247,4821 

Unemployment Compensation 21,3381 31,408! 23,626! 63,8241 35,5371 

Health Insurance 2,428,406! 2,571,901! 2,653,223! 2,754,839! 2,929,279!  6.5%| 6.1% | 5.2% 

Medicare Tax / Refunds 212,539: 217,722 216,393; 248,949; 267,392; 

FICA 86,683! 94,7771 114,380! 

Non-Contributory Retirement 121,603; 103,9071 

ndemnification 

Court Judgments 

General Insurance 

i 

Sub-Total Undistributed 8,416,240! 8,787,492! 8,599,305! 8,974,392! 9,392,527! 
544,078} 14%] — 240,000 08%| 174,440; 04%| — 297630] 07% 
[Capital-Cemetery Cd o ——— 9; — | 225000  —05w| 296,00! 0.7% 
861088[  17%| 652715| 16x 674793| 16%| 869610| — 1.59 17% | 07% 
350397] 0.8% 
[Overlay Defic — — — — | Be [| 2/18 Oo 2834) — o Oo o | 
|iow&ieDeficit < — — — — J o T ao — | — 0j — —[ o — —| 353i ò 
[Stabilization Account-NESWC — | œ | 200000; 0.5%[ 200,001 osn) 200/0007 0.5%| 200,000, 04% 
[Stabilization Account- Buildings | — 0| | O aaa 0.8%) 128.54| 0.3%] 100,000] 02% 
[Pay Raises O =Z O T 168938; — —] .--14/0i — —] 4665; — — | 5995; — —-| 0] 
[Schoonen — — — ENE E AE Oe E — o 
[Recreation Revon O A AAA] 
[Transteredtorya —— — — RR] 
[Reduction in Snow £ Tee Budget —— — — | >o J o0 T ooo LECCE LLL 9i —1 
[ue eee E E ee — a em 3j 
42% | 50% 
————=___——_—— AAA A AAA A A AAA AA >] 
o ro o ee | ra ee 
40% | 49% 
[se ee ee ee ee aec] 
36,646,005; 100.0%] 39,904,838; 100.0%] 42,176,422! 100.0%] 44,818,932: 10009)| 3.6% | 4.896 


Note: Expenditure Components Stated as % of Total Expenditure less 110 and W 8 S 
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Capital 


The Town does not have and therefore does not maintain an up to date inventory of capital assets: fixed 
physical assets, vehicles, major items of equipment, and technology items that are treated as capital. 
During our work the Committee received several partial lists, but it would appear advisable for the Town 
to treat physical fixed and movable assets as investments that require care and tending. The original, 
current, or replacement value of capital assets is not, to the Committee's knowledge, recorded or tracked. 


The Town's practice has been to label expenditures as "capital expenditures" from both General Funds 
(Fund 100) and from Capital Funds (Fund 300). These two categories of expenditures are considered 
both separately and together to provide a complete picture of the Town's historical pattern of spending. 
This spending falls into three categories: (a) fixed physical assets such as infrastructure facilities and 
structures, (b) movable equipment such as police and fire vehicles, DPW vehicles, DPW equipment; and 
(c) repairs to fixed physical assets (labeled as "capital expenditures"). All of the Town's "capital" projects 
are listed in Department 9300. Nearly all the numbers in the 9300 number sequence are assigned to 
"capital" projects. To understand how much of the "capital" budget was spent on physical assets, 
equipment, or repairs, each of the projects in the 9300 was assigned one of three categories: (a) Capital 
Fixed Infrastructure, (b) Capital Movable Equipment, or (c) Repairs to Capital Facilities. The projects 
were then sorted using these categories. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
Capital Fixed -308,301 -269,195 -270,337 -291,234 -83,717 -94,221 -188,247 -229,820 -6,836 
Infrastructure 
Capital Movable -147,435 -228,037 -278,796 -216,489 -234,556 -586,576 -61,606 -143,750 -96,018 
Equipment 
Repairs to Capital 11,885 -139,456 -32,735 -22,004 -34,274 -14,281 -10,876 -31,793 0 
Facilities 


Source: Detailed Data. 


Projects with the Department 9300 series attached to them appear both in the General Fund accounts 
(Fund 100) and the Capital Fund accounts (Fund 300). This apparently occurs because design costs are 
frequently paid out of Fund 100 (often with state aid) prior to the sale of municipal debt by the Town to 
pay for actual construction. 


The Town pays for "capital expenses" out of General Funds through its operating budget, and typically 
pays for "capital expenses" out of Capital Funds (Fund 300) through the sale of municipal debt, which is 
paid from General Funds and separately tracked. 


Ongoing town-wide investment in capital projects varies dramatically, depending upon whether large 
capital replacement projects are pending. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
Capital "All Types" -443,851 -636,688 -1,352,467 -3,550,990 -6,495,858 -3,041,463 -2,403,197 -8,424,006 -11,650,346 
Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
Funds 100 
% Contribution to 1.44% 2.06% 4.05% 9.82% 17.68% 7.49% 5.84% 19.54% 25.87% 
Total Gen Funds 


Source: Detailed Data. Chart reflects the full bonded amount attributable to major capital projects in the year received. 


The Town's expenditures on Fixed Capital Facilities (not movable equipment) are the reason Combined 
Expenses on Capital (facilities and equipment) is so variable. The ongoing school replacement program 
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is the current reason for these fluctuations, along with steady implementation of the Town's water 
rehabilitation program. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
Capital Fixed -308,301 -269,195 -798,164 -2,972,772 -5,931,437 -1,866,830 -1,755,772 -8,248,462 -11,219,121 
Infrastructure 
Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
Funds 100 
% Contribution to 1.00% 0.87% 2.39% 8.22% 16.15% 4.60% 4.27% 19.13% 24.91% 
Total Gen Funds 


Source: Detailed Data. Chart reflects the full bonded amount attributable to major capital projects in the year received 


Much of the funding for capital programs comes from debt service. The Town's historical pattern of debt 
service is shown in the next chart. Debt Service associated with Town capital projects, Chapter 110 and 
MWRA debt are combined for reporting purposes 


1992 1993 1994 1995 1996 1997 1998 1999 2000 
Funded Debt -1,082,000 -1,047,000 -917,000 -2,231,393 -2,612,501 -2,715,188 -2,495,503 -2,540,214 -2,456,726 
(7110) 
Interest on Funded -304,109 -240,268 -197,757 -546,248 -739,015 -658,430 -647,246 -625,345 -845,186 
Debt (7120) 
Tax Abatement 0 -413 0 0 0 0 0 0 -168 
Interest (7121) 
Tax Abatement 0 0 -6,952 -1,839 -2,261 -110 -722 0 0 
Interest (7140) 
Short-Term Interest -25,000 -2,347 0 0 0 0 0 0 0 
(7520) 
Total Debt (100) -1,411,109 -1,290,028 -1,121,709 -2,779,480 -3,353,778 -3,373,729 -3,143,471 -3,165,559 -3,302,080 
Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
Funds 100 
% Contribution to 4.59% 4.18% 3.36% 7.69% 9.13% 8.30% 7.64% 7.34% 7.33% 
Total Gen Funds 


Source: Detailed Data. 


Impact of Proposition 2% 


The table below shows how Proposition 2% has played out in Winchester since 1985. This data comes 
from the Department of Revenues on-line database. 


A B C D E F G H 
FY WIO Debt Maximum Total Tax Excess Excess % Tax Levy Override Tax Levy A 
Capital Levy Limit Levy Capacity (B- of Ceiling Capacity 96 of Full 
Exclusions C) Maximum Value 
(D/B) 

85 19,330,467 19,330,467 18,464,166 866,301 4.4896 19,862,475 532,008 2.32 
86 20,151,955 20,151,955 19,459,619 692,336 3.4496 20,287,350 135,395 24 
87 21,348,824 21,348,824 20,496,945 851,879 3.99% 38,878,875 17,530,051 1.32 
88 22,107724 22,107,724 21,839,953 267,771 1.21% 39,280,500 39,258,392 1.39 
89 22,891,770 22,891,770 22,880,605 11,165 0.05% 39,778,525 16,886,755 1.44 
90 23,779,049 23,779,049 23,766,118 12,931 0.05% 56,211,250 32,432,201 1.06 
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FY WIO Debt Maximum Total Tax Excess Excess % Tax Levy Override Tax Levy A 
Capital Levy Limit Levy Capacity (B- of Ceiling Capacity % of Full 
Exclusions C) Maximum Value 
(D/B) 
91 24,534,435 24,534,435 24,529,840 4,595 0.02% 53,840,739 29,306,304 1.14 
92 25,500,962 25,500,962 25,491,353 9,609 0.0496 49,826,725 24,325,763 1.28 
93 26,298,324 26,298,324 26,280,181 18,143 0.07% 47,402,924 21,104,600 1.39 
94 27,145,353 . 27,145,353 27,132,064 13,289 0.0596 47,301,367 20,156,014 1.46 
95 28,108,485 29,510,378 29,493,477 16,901 0.0696 49,301,890 21,193,405 1.5 
96 28,975,003 30,880,215 30,858,882 21,333 0.0796 52,151,514 23,176,511 1.48 
97 30,034,157 32,095,687 32,083,339 12,348 0.0496 52,672,421 22,638,264 1.52 
98 31,183,701 . 33,322,034 33,308,422 13,612 0.0496 54,960,264 23,776,563 1.52 
99 32,491,850 34,650,152 34,624,240 25,912 0.0796 59,393,995 26,902,145 1.46 


The following two charts put some perspective on the figures in this table. The chart entitled Tax Levy As 
a Percent of Fully Assessed Value demonstrates that assessed value of taxable property in the Town has 
grown at a much higher rate than 2% percent. The top line in this chart shows the Prop 2% ceiling. In 
1985, the tax levy was very close to the Prop 275 ceiling -- i.e. there was no room for the Town to raise 
property tax receipts and stay under the Prop 275 ceiling. In 2000, the assessed value of property in the 
Town has increased to such an extent that the property tax levy is only 60% of the Prop 277 ceiling. 


To say this another way, the Town could increase its General Fund Receipts by 2/3 of current revenue 
consistent with the first requirement of Prop 275, namely, that property taxes in Towns not exceed 2.596 of 
value. The chart entitled Winchester's Capacity to Raise Property Taxes Within Proposition 272 (Override 
Capacity) shows this same information from the point of view of Dollars. If it chose to do so, Winchester 
could add almost $27,000,000 to its property tax receipts by means of specific overrides of Proposition 
2% limits. 


Tax Levy As 96 of Full Assessed Value 
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Another way of looking at these two charts is that, in effect, over the last 15 years, the property tax in 
Winchester has been dropping on the average from nearly 2.5 96 of property values to approximately 
1.596 of property values. Naturally, the committee recognizes that the growth of rate in property values is 
unlikely to be uniform across the town. These changes affect people differently across the Town. 


Winchester's Capacity To Raise Property Taxes Within Proposition 2 1/2 (Override Capacity) 
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The next table takes this analysis further. The table uses these figures to calculate an estimate of the 
total property value in the Town of Winchester. This estimate is calculated by dividing the "Total Tax 
Levy" by the "Total Levy As a % of Full Value." The total assessed property value in the Town has grown 
from $800 million dollars in 1985 to $2.4 billion dollars in 2000. However while the underlying value of the 
property has grown three fold the actual tax receipts from the property have only increased two fold. 


Total Tax Levy Tax Levy As % of Full Value Calculated Total Property Value 
1985 18,464,166 2.32% 795,869,224 
1986 19,459,619 2.40% 810,817,458 
1987 20,496,945 1.32% 1,552,798,864 
1988 21,839,953 1.39% 1,571,219,640 
1989 22,880,605 1.44% 1,588,930,903 
1990 23,766,118 1.06% 2,242,086,604 
1991 24,529,840 1.14% 2,151,740,351 
1992 25,491,353 1.28% 1,991,511,953 
1993 26,280,181 1.39% 1,890,660,504 
1994 27,132,064 1.46% 1,858,360,548 
1995 29,493,477 1.50% 1,966,231,800 
1996 30,858,882 1.48% 2,085,059,595 
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Total Tax Levy Tax Levy As % of Full Value Calculated Total Property Value 
1997 32,083,339 1.5296 2,110,745,987 
1998 33,308,422 1.5296 2,191,343,553 
1999 34,624,240 1.46% 2,371,523,288 


Changes in Property Tax Levy and Total Property Value 
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How can Winchester increase revenue? 
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Section 5 - Revenue Analysis 


The Town and Schools should be pro-active in looking at all sources of revenue. Current practices are 
not deficient, but there is a general lack of focus and clear responsibility for reviewing revenue. The Town 
and School's revenues should be treated with more regular attention and should be updated within the 
context of clear and consistent guidelines. While increased discipline should be brought to the pursuit of 
revenue, the FACTS Committee believes that the scale of the revenue opportunity for non-tax revenue is 
limited. The financial analysis section shows that the impact of changes to existing revenue sources will 
not overcome the funding gap which faces Winchester and which will continue to grow for the foreseeable 
future. This means that pursuing the recommendations in this section is prudent but will not be sufficient 
to address Winchester's long-term financial well-being. If all the fees in the Town were increased by 1096 
next year, the additional revenue to the Town would only be $140,000, enough to make isolated 
improvements in the day to day operations, but an insignificant blip on the overall financial picture. A 
twenty percent (2096) increase across the board in fees would produce an additional $280,000 in 
revenues. The tradeoffs between raising additional revenues through fees on a transaction-by- 
transaction basis and through more general taxation strategies are complex. Our hope is to illustrate the 
parameters of these choices, rather than to prescribe how the Town selects among the alternatives. 


FACTS investigated all major sources of revenue in order to identify opportunities to increase income. 
Specifically, the Committee researched current fee for service schedules, the property tax structure 
(including the capture of new growth), sale of land opportunities, and voluntary contributions. 


One of the revenue opportunities within the control of the Town is regular review and adjustment in Town 
Administrative Fees. The Committee believes that Winchester should formally establish a philosophy and 
guidelines for its fee, fine, and permit charge structures. Both the Selectmen and the School Committee 
should develop guidelines for the revenue streams that are under their control. Each board should then 
design and implement a program to regularly review and revise these structures to ensure consistency 
with stated objectives. In addition, the Town should consider adopting Mass. G.L. c.40 section 22F, a 
statute that places control for setting the majority of fees in the hands of the Board of Selectmen. While 
Winchester might exclude certain fee structures, such as the Water and Sewer schedule, from this form of 
management, the Committee believes that continuity and timeliness in reviewing and setting fees is 
critical and would be best managed centrally. 


FACTS recommends that Winchester should consider at least the following issues when developing fee, 
fine, and permit charge structures: Does Winchester want its fees to fairly reflect the full cost of providing 
associated services? Should its fees be comparable to those charged by like communities? Should fees 
be market driven, reflecting demand and "ability to pay"? Should fees for some services subsidize the 
costs of providing other services? 


With some of these factors in mind, many of the fees for certificates, permits, licenses, and rentals 
controlled by the Town Clerk's Office, Town Manager, Board of Selectmen, Library, Building Department, 
DPW, Police Department, and Fire Department were reviewed in the Spring of 2000. In several cases, 
fees were increased to reflect the cost of providing the service and to be in keeping with those charged by 
other communities. School Department fees were not reviewed. 


Below, the Committee proposes additional modifications to existing fee structures to bring them more in 
line with those charged by like communities and, in some cases, to more fairly reflect the local market 
value or the actual cost of providing the services. Where possible, comparable data is displayed first, 
followed by the current and proposed Winchester fees, and a statement of first year financial impact. 


It should be noted that this list is not comprehensive. lt represents a sample of the fees for service 
charged by the Town. The Committee focused on those areas where increases might make a material 
near-term impact on Winchester's income stream (e.g., transfer station fees) and situations where data 
already existed to support fee increases (e.g., the fire department schedule). 
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Building Fees 


The Committee carefully considered fees charged for building permits and compared them to those 
charged by like communities, including Brookline at $20 per $1,000 valuation. 


Permit Fee per $1,000 Valuation 


Winch. 
Acton Belmont Cohasset Newton Stoneham Current 
$6.00 $12.00 $6.00 $18.60 $11.00 $10.00 | 


Source: Office of the Town Manager, Winchester 


Calculating the potential first year financial impact of this proposed increase presents a challenge. The 
volume of new construction and remodeling in Winchester reached a recent high, resulting in over 
$301,000 in Building Permit revenue in FY2000. An April 2000 increase in the $/sq.ft. valuation factor 
(from $75/sq.ft. to $100/sq.ft.) contributed to the FY2000 performance. The five-year average revenue in 
this category approximates $223,000, ranging from $131,000 to over $301,000. Using the five-year 
average revenue, a 5096 increase (from the current $10 to $15) in the fee charged per $1,000 of 
construction valuation might result in increased annual revenue of over $110,000. The Committee 
believes that, with no additional investment or expenditures required, the first year positive cash 
flow impact of this proposal might exceed $100,000. 


In addition, a concern exists that a permit is not always pulled for work that requires one. This raises 
problems at several levels, including the potential for foregone permit fee income, lost new growth 
valuations, and possible issues of construction safety. The Committee does not have available a sense 
of the volume of these occurrences, and so does not attempt to project the financial impact. However, 
the Committee recommends Building Permit Fees should be doubled, to $30.00 per $1,000 valuation, in 
those cases where work that is not properly permitted is identified 


Fire Department 


In the spring of 2000, revisions to the Fire Department Fee Schedule were approved and should result in 
increased revenue of over $8,000 in FY2001. The Town Manager and Fire Chief have recently proposed 
an additional series of increases to certain fees, which the Committee evaluated in comparison with fees 
charged by like communities. These charges are detailed in the chart below. Typically, where no fee is 
indicated, a town does not charge a fee for a particular service. 
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Current Fees for Select Fire Department Services 


Service Acton Belmont |[Cohasset Newton Stoneham wineh. 
Current 

Bldg Plan review less than 10 pgs. 25 15 
Inspection of fire alarm system installations 
- 1&2 family dwellings Pe 30 30 = an 
Master box connection to municipal fire 55 100 500 0 
alarm system 
Annual Master box monitoring fee 55 100 300 200 150 
Storage of flammable fluids, solids or gases 10 35 10 10 10 10 
Removal or relocation of underground 10 110 10 100 Oil 200 10 25 
gasoline tanks Gas 
Storing of gun-powder & small arms 10 35 10 10 10 10 
ammunition 
Installation of Flammable Liquid Tank 10 110 10 200 10 25 
Hospital & Nursing Home Inspection 0 


Source: Office of the Fire Chief, Winchester 


The following chart displays the proposed fee schedule and indicates the financial impact of the 
increases: 


Proposed Fees for Select Fire Department Services 


: Winch. Winch. Proposed | Revenue 
Service 
Current | Occurrence Fee Increase 

Bldg Plan review less than 10 pgs. 15 30 25 $300 
Inspection of fire alarmsystem 
installations - 1&2 family dwellings 2 is 35 $6,900 
Master box connection to municipal 0 1 100 $100 
fire alarmsystem 
Annual Master box monitoring fee 150 44 200 $2,200 
Storage of flammable fluids, solids or 10 5 25 $75 
gases 
Removal or relocation of underground 25 5 100 $375 
gasoline tanks 
Storing of gun-powder & small arms 10 5 15 $25 
ammunition 
Installation of Flammable Liquid Tank 25 3 50 $75 
Hospital & Nursing Home Inspection 0 12 50 $600 


Source: Office of the Fire Chief, Winchester 


The Committee supports the proposal to increase the select fees. In total, the revised fee schedule is 
projected to produce incremental revenues in the range of $10,650 in the first year. 
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Trash Disposal 


During the past four years, Transfer Station permit charges have covered only approximately 4096 of the 
fully loaded cost of providing this service. ("Fully loaded" means including indirect costs such as 
employment taxes or fringe benefits which the Town charges centrally to "Undistributed" rather that 
allocating to operational accounts.) 


Transfer Station Income Profile 


FY97 FY98 FY99 FY00 
Revenue 
Commercial $156,514 $129,158 $126,921 $96,392 
Residential 513,809 511,944 515,967 510,075 


Total Revenue 670,323 641,102 642,888 606,467 


Operating Expenditures 


Operating Budget 246,662 265,341 293,042 295,249 
Pers. Benefits (1) 44,600 46,200 44,200 43,900 
Labor Transfers (2) 10,000 10,000 10,000 10,000 
Energy 16,525 15,264 13,405 17,253 
NESWC 1,175,625 1,101,332 1,213,175 1,174,996 
Capital Expenditures 
Tractor Depreciation(3) 15,000 15,000 15,000 15,000 
Capital - Other 25,000 25,000 25,000 25,000 


Total Expenditures 1,533,412 1,478,137 1,613,822 1,581,398 


Net ($863,089)| ($837,035)| ($970,934) ($974,931) 


Revenue as 96 of Expend. 4496 4396 4096 3896 


(1) 2596 of permanent salaries 


(2) Personnel assigned from Garage and Maintenance Divisions 


(3) $150,000 tractor trailer amortized over 10-year period 


Source: Office of the Town Manager, Winchester 
A review of trash disposal fees charged by like communities suggest that Winchester's current residential 


permit charge for trash disposal is within the norm. However, in some communities (particularly non- 
NESWC), the cost of providing trash disposal service is entirely funded through property tax revenues. 


Residential Trash Fees 


Winch. 
Acton Belmont Cohasset Newton Stoneham Current 


$100* 0* $100 0 0 $100 | 
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Source: Office of the Town Manager, Winchester. *NESWC Communities 


Given this information, the Committee was initially inclined to recommend that the current fee schedule be 
maintained. However, the FY2001 Budget projects that Winchester will run an approximately $1.4 million 
deficit in the Transfer Station operation this year, on a fully allocated basis. This represents a $408,000 
increase in the deficit over the prior year and can be directly attributed to the escalating cost of the 
NESWC contract. While the NESWC Stabilization Fund, with a current principal balance of $800,000 
($907,000 including interest) will be tapped to offset a portion of this variance, it would not be prudent to 
totally deplete this account in one year. Future deficits are projected to grow as the NESWC contract 
approaches completion. Even after drawing down the entire NESWC Stabilization Fund over the final 
years of the contract, the Stabilization Fund is expected to fall short by over $230,000 of covering direct 
costs alone during this four-year period. The Committee believes that this situation offers a clear 
opportunity to increase fees to more closely match the costs of providing a service. 


The Committee proposes Residential Permit Fees for trash disposal be increased by $25, to $125 for the 
first vehicle as of Jan. 1, 2001. The Committee recommends commercial fees, second/third vehicle fees, 
and low-income fees remain unchanged 


Private providers of residential trash disposal services charge in excess of $275 per year, so the 
Committee considers it unlikely that this modest fee increase (the first since FY1996) will cause a 
significant desertion of the public trash disposal system. 


The average number of residential permits sold (for first vehicles) was 4,765 per year in 1997, 1998, and 
1999. It appears that the number sold in 2000 will approach that average as well. Even assuming a 596 
reduction in residential permits sold, this $25 fee increase will result in a first year positive cash 
flow impact of over $110,000. 


New Growth 


Both the Town Assessors and the Finance Committee Chair suggest that an opportunity exists to capture 
more "new growth" construction. The impact of capturing this new growth would be to increase property 
tax revenue. 


Proposition 2% restricts increases in town-wide property tax revenue to 27296 per year, but allows 
increases beyond that for new growth construction. The definition of new construction was greatly 
expanded in the early '90's to include any improvement that increases the value of a home. For example, 
if a homeowner adds a deck that increases the home's value by $2,000, a town can increase the property 
value by that amount. This would result in an increase in property tax revenue of $2,000 multiplied by the 
tax rate. The increased taxes then become part of each succeeding year's revenue. Since the increased 
taxes become part of the base, the impact is compounded. 


Valuations on each property in Winchester must be updated at least every three years, but physical 
inspections are required only every ten years. | While the Town Assessor currently does a site visit for 
every construction project for which a permit is pulled, two kinds of activities largely escape inclusion as 
new growth. First, a permit is not always pulled for every project that requires one. Of the 500 permits 
pulled in a typical year, anecdotal evidence suggests that an additional 50-100% that should have been 
pulled were not. Second, not every kind of project requires a permit. In these cases, by the time a 
physical inspection is actually conducted, it is often difficult to identify improvements that would have 
actually qualified as new growth in the year in which they were done. Once this type of new growth is 
missed, it simply becomes part of the home's valuation (“old construction") and does nothing to increase 
Winchester's ability to collect property taxes reflecting the improvement in succeeding years. 


The last physical inspection of properties in Winchester was completed in 1998. The Committee 
recommends that the Town conduct physical inspections more frequently. Ideally, if the Town inspected 
20-25% of all properties annually, the entire town would be covered every 4-5 years. The Committee 


Page 5-6 FACTS Committee Report 


recognizes, however, that it would be physically impossible for the Assessors to personally conduct all of 
these inspections, and therefore recommends the addition of a contracted service to supplement the 
effort. 


At a cost of less than $10 per house, inspecting the entire town would cost roughly $75,000. Distributing 
the inspections over five years, the cost of contracting these inspections would approximate $15,000 per 
year (the Assessors suggest the cost might be even less). Hypothetically, at the FY2000 tax rate of 
$13.82, it would take the identification of only $1.1 million new growth in the first year alone to offset this 
annual expense forever. To put this in perspective, the new growth captured between FY97-FY99 
averaged in excess of $31.3 million per year. |t is highly possible that roughly $1.1 million (or 
approximately 496) of new growth was somehow missed each year. The institution of a contracted 
inspection program would likely capture this volume and more. The Assessors project that the financial 
benefit of introducing such a program, based on previous experience with contracted inspection support, 
would clearly exceed the cost, maybe by a factor of two. 


At a minimum, the Committee recommends that Winchester pilot a contracted inspection program for one 
year to evaluate the effectiveness of this approach. The Committee conservatively estimates a first 
year net increase in revenues in excess of $10,000. This increase, and any additional increases in 
this area, would be permanently imbedded in the tax levy in future years. 


Cemetery 


Consider increases in fees at Wildwood Cemetery and review contribution by Perpetual Care Account 
During each of the past four years, Wildwood Cemetery has operated at a deficit, when evaluated using a 
fully allocated approach. The deficit exceeded $160,000 in FY2000 and is projected to exceed $200,000 
in FY2001. 


Cemetery Income Profile 


FY97 FY98 FY99 FY00 
Revenue/Available Funds 
Revenue $138,766 $144,377 $120,048 $121,024 
Trust Funds 90,000 115,000 320,000 386,500 


Total Revenue 228,766 259,377 440,048 507,524 


Operating Expenditures 


Operating Budget 205,393 281,863 260,947 316,101 
Pers. Benefits (1) 42,400 52,800 41,700 57,100 
Energy 2,499 2,778 1,769 2,702 
Capital Expenditures 
Operating Capital 0 40,000 225,000 296,500 
Total Expenditures 250,292 377,441 529,416 672,403 
Net ($21,526) ($118,064) ($89,368)! ($164,879) 
Revenue as 96 of Expend. 9196 6996 8396 7596 


Source: Office of the Tow n Manager, Winchester 


(1) 2596 of permanent salaries 
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Source: Office of the Town Manager, Winchester. Revenue does not include total fee receipts. It includes only that 
portion of fees allocated to Cemetery operations. In FY '00 this allocation was 25%. 
Revenue allocated to the cemetery is attributed to fees generated by services provided and to income 


from the Perpetual Care Fund. Comparative studies suggest that an opportunity exists to increase select 
fees associated with interments: 


Cemetery Fees 


Newton Winch. 
Service Acton Belmont Cohasset (Private) | Stoneham Current 
Purchase 
Single 500 N/A 725 2040 700 675 
Double N/A 450 N/A 5940 N/A 950 
Cremation 225 225 725 2040 700 400 
Opening 
Weekdays 450 700 200 980 500 550 
Saturdays 600 1050 250 1425 750 800 
Sun/Holiday 600 1050 250 1000 1000 
Ashes-Weekday 200 200 50 250 150 175 
Ashes-Saturday 300 550 75 375 300 225 
Babies 50 200 NC 100 125 


At this point, the Committee does not recommend specific service fee increases, but proposes that such 
increases be considered both in light of comparative pricing as well as an analysis of the fully-allocated 
cost of providing each of the services. 


The Committee believes that the manner in which said fees are allocated to the Perpetual Care Fund 
versus those allocated to the General Fund should be revisited. While the Committee was not able to 
thoroughly evaluate all of the assumptions utilized by the Commissioners of Trust Funds to develop the 
Cemetery funding model, it did make several observations. In FY 1999, the allocation ratio was 50%:50%. 
By FY2000, the ratio was 75%:25% so that for every dollar generated in internment fees, only 25 cents 
went towards subsidizing the operating costs of providing the service. That measure alone, while 
protecting the Perpetual Care Fund, has cost the General Fund approximately $15,000 in annual 
revenue. 


Finally, the Committee believes that the Board should consider appropriating a greater portion of the 
Perpetual Care Fund's annual investment income to the General Fund to offset Cemetery operating 
expenses. Again, FACTS did not have sufficient time to evaluate the investment assumptions used in 
managing the fund, but it is the opinion of the Committee that the Cemetery offers a practical example of 
an enterprise system. With the income it generates from fees and investments, the Cemetery 
operation should be approaching a self-funding model, not moving further away from one. 


The Committee does not attempt to hypothesize the cost benefits of these Cemetery funding 
recommendations, other than to recognize that, at a minimum, an additional $15,000 per year might be 
contributed to revenue by simply returning to the FY1999 contribution ratio (50%:50%). Further 
analysis is required to quantify the benefits and costs of modifying the fee schedule and employing a 
greater percentage of investment proceeds. 
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How can Winchester reduce costs, improve quality and 
increase accountability? 
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Section 6 - Town Manager 


Overview 


The Town Manager serves in accordance with the provisions of the Winchester Home Rule Charter, 
which was adopted in 1975. The Town Manager is appointed by and reports to the Board of Selectmen. 
The specific powers and duties of the office are spelled out in Section 4.2 of the Charter. 


Mission/Strategy/Audience 


The Town Manager serves as the Chief Administrative Officer of the Town and is responsible for the 
proper administration of all Town affairs placed in his charge by or under the Charter. The Manager 
appoints and provides direction, support, and coordination for all the department heads appointed by him 
So as to ensure that services such as public health, safety, and other general government services are 
delivered in the most efficient manner. 


Strengths/Opportunities 


e Management Team - One enduring strength in the Town Manager's office is the dedication and 
professionalism of the management team. A second strength is the length of service of the 
support staff, which averages over ten years per person in the Town Manager's office. The office 
personnel are familiar with the Town's elected and appointed leaders, as well as the Town's 
residents, and this is an advantage when arranging public meetings and helping citizens with 
questions about the Town's government. 


e Townwide Vision - The Town Manager is responsible for all Town departments. Under the Town 
Manager, the department heads must see a town-wide view of each department's operations. 
Several months ago the Board of Selectmen adopted a goals/action list which has provided the 
Board and Town Manager with a focus for the year. This plan is a strength in helping each Town 
department think strategically of inter-departmental goals, and it is an important tool in measuring 
the progress of the Town's overall management team. 


Issues/Challenges/Environmental Factors 


e Leadership Strategy - The Town Managers office is closely involved in the day-to-day 
operations with each of the Town departments. This is helpful to the individual departments, 
because it provides each department head with instant feed-back on personnel issues, asset 
issues and the like. However, the best use of the Town Manager and his office is not in managing 
day-to-day operations, but in overseeing the Town's strategic planning for the longer term. 
Providing strategic leadership is difficult or impossible while handling the average daily short-term 
issues. One of the biggest challenges for the Town Manager's office is to become less involved in 
the Town's day-to-day operations, and more involved in the strategic planning for the Town's 
longer term needs. This is a goal where the Selectmen can provide leadership as well, and their 
commitment to a long term vision for the Town will be a critical component affecting the Town 
Manager's strategic perspective. 


e Centralized staff functions - Having the support of a more centralized staff in areas such as 
human resources, planning and technology would allow the Town Manager and his immediate 
staff to focus more actively on town-wide issues, and it would provide more efficient help to each 
department in the staffing areas where there is functional responsibility across department lines. 


e Improved Communication - A modern management information system is the most important 
tool that can be added to the Town Manager's office to help communicate more quickly and 
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efficiently with Town departments and with the Town's residents. There are a number of 
recommendations in this report concerning the use technology and personnel management that, 
if adopted, would allow the Town Manager's office to accomplish its everyday tasks more readily, 
and to serve the residents of the Town more strategically according to the best management 
practices. 


FACTS Committee Report Page 7-1 


Section 7 - Comptroller 


Mission/Strategy/Audience 


The Comptroller is appointed by the Board of Selectmen. This office is responsible under the Town 
Charter and state law for the following areas: general and budgetary accounting records of the town, 
preparation of the town's payroll and accounts payable warrants, auditing the town's various departments, 
establishing the methods of installation and supervision of all accounting records of the town, and 
establishing the standard practices relating to the town's accounting matters. 


The Comptroller is responsible for the data processing systems for both Municipal and Educational 
financial functions. He is also responsible for issuing timely and accurate financial reports of the Town's 
revenues and expenditures. The Comptroller's financial reports are made available to the Board of 
Selectmen, Town Meeting, other town officials and boards, all town departments, the Massachusetts 
Department of Revenue and other state and federal agencies. 


The town budget has a “general services” element that supports various town offices with services that 
are the administrative responsibility of the Comptroller. These services include the purchase and 
inventory of commonly used printing and reproducing office supplies for Town Hall offices, the Council on 
Aging and the Public Safety departments, as well as the central mailing function, printing and 
maintenance of office machines and communication systems. 


Organization 


The Comptrollers department has four full time employees, two managerial and two professional- 
technical positions. 


Strengths/Opportunities 


An annual audit by an independent accounting firm provides assurance to the Town Meeting, Board of 
Selectmen, Finance Committee and the town's taxpayers that the financial records and the management 
practices of the town's officials are both proper and effective. The independent audit also serves to keep 
the town management up-to-date on financial management practices, by introducing recommendations 
for improvements, and by providing objective analyses of ongoing practices. 


The town has an opportunity to move to a more contemporary accounting system based on Generally 
Accepted Accounting Principles that would be adaptable to a standard municipal accounting package 
now being studied by the town's Management Information Systems Committee. This opportunity is fully 
discussed elsewhere in this report, in both the Financial Transparency and Technology sections of the 
Recommendations chapter. 
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Section 8 - Assessors 


Overview 


The Assessor's Office does both legal and administrative work. The department prepares appraisals for 
court appearances before the Appellate Tax Board, and prepares all reports necessary for the values of 
property being certified by the state and setting the tax rate. 


The department is engaged in community initiatives, providing several mailers to inform seniors of 
exemptions and opportunities for deferral of their property taxes. 


Mission/Strategy/Audience 


The Board of Assessors is responsible for the valuation of all real and personal property located within 
Winchester. Mass. Gen. Laws c. 59 is the governing statute for this responsibility. The Board also 
produces the excise tax bills for motor vehicles and boats. The Massachusetts Department of Revenue 
issues guidelines and informational releases to assist the Board in its responsibility. Each year, the 
Assessors have a plan to revalue all properties and inspect properties for new construction. 


Organization 


A Director and two and one-half full time equivalent clerks serve a three-member elected Board. The staff 
was reduced ten years ago, and has remained at the same level since that time. 


Strengths/Opportunities 


The Board of Assessors has an updated computer system with access to several outside services that 
update the records. The office has a qualified staff with many years of experience. The Director has 
several designations in the field of real estate and law. 


The Board's data is readily available to the public, and the response time to inquiries is prompt. The 
Board has completed annual reevaluations in-house without any outside vendors or funding for the last 
ten years, although it is now recommended by FACTS that a part-time appraiser be added to the 
department's personnel to keep up with current appraisal requirements. 


The current software utilized by the department for assessing has Geographic Information System (GIS) 
capabilities. The Board is considering how useful or necessary a GIS system would be to the Assessor's 
Office. 


Issues/Challenges/Environmental Factors 


Maintaining an accurate database and staying current with the market values is an ever-present 
challenge. 


Benchmark/Measurement 


The most valuable measurement of the Assessors' office is made through the comments of appraisers 
and brokers who deal with assessors' offices in other communities as well as Winchester. Those 
comments provide a benchmark that lets the department know how helpful and courteous the office is in 
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serving the public. In measuring the department's quality of work, it is important to note that there are few 
abatement requests and appeals taken past the department to the Appellate Tax Board. 


Department Requests 


Hiring a part-time appraiser would increase the department's ability to identify new construction in 
Winchester, and thereby add the value of that new construction to the base of the tax levy for all future 
years. This recommendation is highlighted elsewhere in this report. 
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Section 9 - Collector/Treasurer 


Overview 


The roles of the Treasurer/Collector/Town Collector/Parking Clerk are: 


Treasurer: Under State Statute (Chapter 41), the Treasurer receives all money belonging to the Town 
and expends and accounts for it according to the order of the Town Charter. The Treasurer has the 
authority to pay Payroll and Accounts Payables. The Treasurer is custodian of all other funds of the 
Town. The Treasurer is custodian of the stabilization funds, pension funds, trust funds, and tax titles. It is 
the Treasurer's responsibility to make provision for adequate funds to cover current obligations. The 
Treasurer manages the funds of the municipality so that payroll, bills, payment on funded debt, etc. are 
paid in a timely manner. The Treasurer must be familiar with the provisions regarding tax titles and tax 
foreclosures. The Treasurer, with approval of the Town Manager, is the negotiating officer for municipal 
borrowing. The Treasurer, as employer for the town, is responsible for payment of Federal and State 
taxes and preparing all forms associated with reporting and payments of same. It is also the Treasurer's 
responsibility for payments of all payroll deductions. The Treasurer must give a bond annually for the 
faithful performance of the Treasurer's duties. 


Tax Collector: After receiving a tax list and warrant from the Assessors, the Tax Collector shall collect 
taxes therein set forth by State Statute. These include: Real Estate, Personal Property, Motor Excise, 
Boats and Parking Tickets (as issued by the Police Department). Under Chapter 60, it is the duty of the 
Collector of Taxes to issue Municipal Lien Certificates. 


Town Collector: The Town Collector is responsible for collection of Water/Sewer billings, Town 
Collector Bills, Water Repairs/sewer repairs, Police/Fire Details, and Industrial Haulers. 


Parking Clerk: The Town, through the Police Department, issues 10-12,000 Parking Tickets per year. 
The Collector processes payment of these. The Part Time Hearings Officer works out of the Collector's 
office. 


Mission/Strategy/Audience 


TREASURER 


The Treasurer receives and takes charge of all monies belonging to the Town of Winchester. The 
Treasurer identifies monies due the Town and furnishes the Comptroller with a record of them. The 
Treasurer also serves as custodian for the Trust Funds and the Retirement system. It is the responsibility 
of the Treasurer to maintain a cash book for all receipts, disbursements, and cash balances. The 
Treasurer provides adequate funds for current obligations, including safekeeping of all funds and issuing 
of all long-term and short-term debt. In addition, the Treasurer invests funds to ensure maximum yield on 
investments while maintaining adequate availability of cash. The Treasurer is the only officer authorized 
to pay out public money, but may do so only when the payment is authorized by the Town Comptroller 
and Town Manager. 


The Treasurer also attests to the accuracy of the payroll, pays over and accounts for all amounts due for 
wages. The Treasurer receives, accounts for, and disburses all payroll and personnel deduction amounts 
(taxes, retirement, insurance, annuities, etc.). 


The Treasurer is also the treasurer for the retirement system. 
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With the approval of the Town Manager, the Treasurer negotiates all borrowing, prepares the necessary 
documents and notes, and reports on the same to the director of accounts. The Treasurer must report to 
the Town Manager the amount of debt and interest due in the next fiscal year at the time they submit their 
budget estimates. The Treasurer has custody of Stabilization Funds, Trust Funds and Board of 
Retirement Funds. The Treasurer keeps the Town Manager and others advised with regard to the 
financial condition of the town. 


The Treasurer maintains tax title accounts. 


It is the duty of the Treasurer to prepare various reports including: a reconciliation of Treasurer's cash to 
the Comptroller of all receipts and balances and reports to the Bureau of Accounts (including a quarterly 
report of reconciliation of treasurer's cash). The Treasurer is responsible for the closing and reconciliation 
of all books and accounts in the Treasurer's office and tax title accounts. 


Other responsibilities of the Treasurer include working with banking and financial institutions on behalf of 
the Town, communication with rating services, acting as remitting agent (for federal and state withholding 
taxes, annuities and deferred compensation), and the general management of personnel within the 
department. 


TAX COLLECTOR, TOWN COLLECTOR, PARKING CLERK 


The Treasurer/Collector issues quarterly Real Estate bills, quarterly Personal Property bills, annual Motor 
Excise bills, receives commitments, enforces collection of same, processes abatements, processes 
refunds, maintains detailed records to provide the yearly Collector's report. Recent activities in these 
areas include: 


e Real Estate Bills — 7500 sent quarterly; about 500 Demands sent at the end of the fiscal year; 
Warrants prepared for Deputy Collector; if necessary, tax title liens placed and recorded for 
uncollected taxes on properties to protect the town's interests. 


e Personal Property Bills — 400 sent quarterly; about 50 Demands sent at the end of the fiscal year; 
Warrants prepared for Deputy Collector. 


e Motor Excise Bills — 20,000 sent annually (includes multi tax years); Demands are sent; Warrants 
are prepared for the Deputy Collector; if necessary, information is given to the Registry of Motor 
Vehicles (RMV) to hold Driver License Renewal and Motor Vehicle Registration until taxes are 
paid. 


e Parking Tickets — 10,000-12,000 issued annually; Late notifications sent; if necessary, information 
is given to the RMV to hold Driver License Renewal and Motor Vehicle Registration. 


e Municipal Lien Certificates — 725 prepared annually in accordance with Massachusetts General 
Laws, Chapter 60, Section 23; these are prepared, usually at the request of an attorney, to 
facilitate a real estate transaction, detailing any outstanding monetary obligations to the Town for 
the particular property. 


e Water/Sewer Bills - 7000 sent quarterly; 2 year old unpaid water/sewer amounts prepared to be 
liened on real estate bills (175 per year). 


Organization 
e 1 Treasurer 
e 1 Assistant Treasurer 
e 2 Clerks 


e $10,000 in overtime (to compensate for previous loss of staff position) 
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Strengths/Opportunities 


The department serves the Public by direct contact on a daily basis through telephone and counter 
service and some written correspondence as well. The staff professionally enforces the collection of 
interest, demands and other charges connected to late payments of all bills for all reasons. 


The department's tax collection brings in the revenue required to meet the Town's budget. All monies are 
deposited and invested immediately upon receipt for the Town's benefit. 


Issues/Challenges/Environmental Factors 


To better assist the public, the department needs the capability to provide information requested 
by phone and fax. 


With an upgrade and/or new computer system, the Treasurer/Collector could provide more 
professional documents for the taxpayers. For instance, duplicate real estate Tax bills are now 
provided on green bar paper. Also helpful would be the ability to produce a copy of the bill with a 
scan line in-house to eliminate the need for printing the duplicate green bar paper copies and 
hand posting of bills that are now paid with “check-free” payments. 


A new system or upgrade would provide a more flexible and comprehensive report writing system 
to comply with the taxpayers, auditors and Department of Revenue (DOR) requests. 


The staff needs support or instruction to enable the department to meet the requirements of the 
auditors and DOR. This instruction could be obtained, in large part, by the staff's attendance at 
seminars and meetings provided by the State, DOR and related professional organizations. 


Part Time Hearings Officer for Parking Ticket function — 250 hrs. per year 
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Section 10 - Data Processing 


Mission/Strategy/Audience 


The data processing department's mission is to provide the Town's operations with up-to-date 
technological tools to help the Town's employees (both Municipal and School) to work more efficiently 
and effectively. 


The principal strategy for data processing includes the identification and maintenance of the business 
system network, software and hardware to meet current technology standards. By incorporating training 
and maintenance of the system, as well as inventory tracking for all municipal departments and school 
department business applications, the centralization of the technology function should greatly enhance 
employee productivity. 


All town operating departments, school business department and principals’ offices are in need of 
updated data processing. As newer systems are fully integrated with web capacity, Town Meeting 
members, members of Town Boards and Committees and the general public should be able to access 
current information on line. 


Strengths/Opportunities 


There is a growing commitment in the Town's leadership for improving data processing systems and 
enhancing employee performance through improved processes, procedures and training. 


Most department personnel are aware of the solutions that technology can provide to help their 
departments to work more effectively. The town as a whole needs to capitalize on the willingness of 
department personnel to accept and utilize newer technology. The MIS Committee's work should provide 
much of the information needed to build the funding for the base of this department's daily operations. 
Beyond that, regular training of employees and maintenance of the new systems will require additional 
personnel in database management and daily system maintenance. 


Additionally, as this department takes over a central inventory function for town departments and school 
business departmental requirements, the tracking of equipment for various job functions and the 
development of a long term plan for the regular replacement of equipment and repair supplies will 
become a reality. 


Issues/Challenges/Environmental Factors 


The long range plan for a larger networked distributed system with adequate accounting controls will 
necessitate the investment in a new financial records system including general ledger, purchasing, payroll 
and revenue recording programs. Interfaces will have to be maintained among Public Safety, DPW, 
Library, Recreation Department, Building Department, School Department, Town Clerk, and the 
Treasurer/Collector with the Comptrollers office to ensure regular reconciliation of other revenues 
received, separate departmental payroll items such as detailed billing and stipends, and purchasing 
requests. 


An interface will also have to be built between the Public Safety departments, School Department and the 
GIS system to ensure that the information related to property and population is available as needed for 
analysis and immediate priority issues. Additionally, the Internet can easily be seen as a tool to be used in 
the future for detailed communication with the citizens of Winchester, providing information on issues, 
meetings and minutes, as well as interfacing with various town departments, including the possibility of 
on-line bill payment. 
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A consensus will have to be built within Town Meeting and with Town departments in support of a larger 
regular technology budget than currently exists. Awareness and training will need to be enhanced. 
System conversion is perhaps the greatest immediate challenge for which the Town needs contract- 
consulting help to coordinate the financial system conversion, because current personnel do not have 
sufficient depth in this area. The MIS Committee sees this department as requiring a director, a database 
manager and a system maintenance position in the beginning, and another full time or part time position 
once web technology is utilized. Regular training, system upgrades and maintenance will be part of this 
budget. 


The data processing department will also be responsible for maintenance of the computer inventory for 
the town departments and school business applications, including machines and parts. This tracking 
would result in regular requests for technology equipment replacement and repair under this budget, as 
changes in technology require upgrades and the equipment in place reaches the end of its useful life. As 
this evolution in the use of technology continues, a move from general government budgets to 
undistributed budgets would assist in more fully sharing these costs across departments. 


Benchmarks/Measurements 


The most immediate single benchmark for data processing will be the full implementation of the new 
financial reporting system. This will require a detailed implementation plan with separate project plans for 
the various components of the system (hardware, network infrastructure and software), including 
appropriate training schedules. Earliest general ledger and purchasing implementation would be within 
one year to eighteen months. 
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Section 11 - Engineering 


Mission/Strategy/Audience 


The Engineering Department provides historical and technical support for the work of the Town's 
Planning Board on land use issues. The Department also provides engineering and surveying services to 
other town agencies and boards, and to the general public. 


The department takes careful custody of the Town's plans and engineering records. lt maintains and 
updates the records for the Assessors Office, the Town's Street Map, its Water System, Sewer System 
and Drainage System. The department provides the information from these records to town agencies, 
boards and the general public. 


The Engineering Department also maintains cemetery plans and records; provides inspectional services 
for subdivision work, utility installation and similar projects; works with the Planning Board on zoning 
revisions; and oversees the Subdivision Control Law. 


In addition to serving other Town departments, officials and the general public, the department also 
serves developers, engineers and surveyors who need access to the town's plans and records. The 
department provides information and assistance to homeowners filing applications with the Conservation 
Commission, Building Inspector or Zoning Board of Appeals. 


Strengths/Opportunities 


The department maintains a complete up-to-date mapping of the Town's streets, utilities and assessors' 
maps. The educational background of the staff and the extensive set of Town records enable the 
department to provide a high level of service to the department's customers. 


Issues/Challenges/Environmental Factors 


The Engineering Department has been developing a Geographical Information System (GIS) that will 
enable the Town to provide more detailed and cost effective service. The GIS system will permit the 
department's personnel to evaluate land use situations or problems instantly and effectively, ensuring the 
best information possible in dealing with land use planning issues. GIS would be beneficial to other 
departments for use in such matters as bus routes, census, accident data, material safety data, abutters' 
lists and other information that is currently maintained and generated by hand. The department staff is 
already familiar with GIS products, which would lessen the reliance on outside contractors to make the 
system valuable. 


Department Requests 


The Engineering Department has a multitude of town maps, land-based mapping and building plans, 
some of which date back to the 1800's. An electronic document imaging and filing system is needed to 
preserve these documents while they are still in reasonable shape, and to make the documents more 
easily available for the public's use. 


There is also a need for other technology upgrades in the department to keep current with planning 
information and to communicate more directly and promptly with outside agencies and firms that need the 
department's services. The department's engineering software is upgraded every six to seven months, 
with major release changes approximately every two years. This requires increased software, equipment 
and training to enable the department to maintain its level of technology. 
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The recommendation for technology upgrades is discussed more fully in the Data Processing profile and 
the Recommendations chapter of this report. 
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Section 12 - Town Clerk 


Overview 


The Office of the Town Clerk provides a variety of services and performs numerous record-keeping 
functions, most of which are mandated by state law. The primary functions and services of the office fall 
into the broad categories of Election Administration, Vital Records, Town Meeting, Census/Voter 
Activities, Licenses and Permits. 


Mission/Strategy/Audience 


The Town Clerk's mission is to help maintain the integrity of the Town's democratic process, to record, 
protect and preserve public records and to provide accurate information and courteous, innovative and 
efficient quality service to the public. 


The Town Clerk's Office primarily serves the residents of Winchester and families from surrounding 
communities with deaths or births occurring at Winchester Hospital. 


Organization 


The Town Clerk is appointed annually by the Town Manager and has overall responsibility for 
Elections/Town Meeting proceedings/Licenses and Permits. 


The Assistant Town Clerk is in charge of Vital Records. Two union clerical staffers issue certificates, 
licenses, permits and perform clerical services. The Census Clerk is employed January to April and 
processes the annual census — opening, sorting, data entry. Three Registrars of Voters (appointed by 
Selectmen) certify petitions and nomination papers and help with census paperwork. Staff overtime is 
necessary to process the census, transfer station permits and dog licenses. 75-80 election officers are 
hired, trained and deployed to the four polling places for each election. 


The addition of one permanent part-time census/voter clerk would enable the department to eliminate 
much of the overtime expense as well as the temporary census clerk position. 


Strengths/Opportunities 


The current staff is experienced, flexible, and receptive to change. The department stays current on 
changing laws and regulations via meetings and frequent contact with state agencies and counterparts 
from other communities. Maintenance of accurate records has been a long-standing tradition in 
Winchester by previous Town Clerks, who set high standards, which the department continues to uphold. 


OPPORTUNITIES 
e Utilize Technology 


e There is a critical need to automate more functions via technology. Vital Records, Vault 
Inventory and Retrieval, Planning and ZBA files, Town Meeting action, are just a few of the 
functions that are maintained without the aid of database software and corresponding skills. 


e Model town clerks’ offices utilize Microsoft Access. The addition of an Access programmer, 
on staff or as consultant, would serve the department well. 


e Record Storage 
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Alternative record storage methods should be incorporated in the near future, as the amount 
of paper continues to grow and space is limited. Many records must be retained in their 
original format permanently, but some records are eligible for destruction once microfilmed or 
stored in another medium. 


e  Reorganize Department Functions 


Reassignment of functions and services between departments could be examined, as a 
means of providing better and more efficient service. For example, the Town Clerk's Office 
now issues dog licenses, the primary reason for which is a matter of public health (rabies 
vaccinations). The Board of Health issues burial permits. Discussion has begun between the 
Town Clerk and the Health Director regarding a swap of these functions. 


Issues/Challenges/Environmental Factors 


e Vital Records 


The process of creating, registering, amending, reporting, issuing and maintaining vital 
records is a major function of the office. Changes to State laws in 1994 and 1998 have 
substantially tightened the process for recording birth, death and marriage records, and for 
amending records by establishment of paternity or adoption. While these changes will 
ultimately result in more accurate and uniform legal records statewide, the additional attention 
to detail now required has increased the amount of time it takes to accept or amend a vital 
record. 


e Winchester Hospital 


The Hospital plays a major role in the Winchester Town Clerk’s office, as all births and deaths 
occurring there must, by State Law, be recorded and maintained in the office. Recent area 
hospital closings have gradually increased the numbers of births and deaths that have to be 
recorded. 


e Central Voter Registry and Motor Voter 


The 1996 adoption of the Federal Motor Voter Law coincided with the State’s creation of the 
Central Voter Registry. This has completely changed the process of voter registration and 
the maintenance of the Town’s census database (used in conjunction with the transfer station 
permit system and many other functions). 


Software is still being developed to make the statewide voter system run effectively. 


The good news is that voter registration via the Registry of Motor Vehicles and mail-in has 
increased; the bad news is that the system has major faults, which make training difficult, and 
does not meet the needs of town clerks’ offices in general, and Winchester's in particular. 


Every Clerk has had to develop alternate methods to obtain census and voter data from the 
State system in order to produce customized reports and statistical data that is needed by 
other departments, e.g. School (for enrollment projections), Council on Aging (for mailing 
labels for selected age group). 


e Staff Changes 


In a recent five-year period, four staff members migrated to other town departments for 
increased salary and less overtime. Due to the complex legal and detail-oriented work of the 
office, it takes at least a year to train a staff member properly. Recent upgrade of two staff 
positions may help to make those positions stable. 
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Benchmarks/Measurement 


Few town clerk's offices are impacted in the way the Winchester Town Clerk is by the presence and 
volume of Winchester Hospital. Of the communities in the state with the largest number of births, 
Winchester is tenth, after Boston, Worcester, Springfield, etc. 95% of children born at Winchester 
Hospital are born to parents in surrounding communities. 


Current Finances and History 


Five-Year Revenue Summary 


FY96 FY97 FY98 FY99 FYOO 


$264,369 $435,182 $468,169 $462,955 $477,251 


Note: Transfer Station fees increased from $50 to $100 Jan 1, 1997 


Department Requests 
e Keep Town offices open one night per week and close early on Friday. 


e The Annual Report is a missed opportunity for communication with the citizenry. A committee 
should be appointed to produce an informative, readable annual report and copies should be 
made available to every household. 


e The Town needs an official Town web site. 


e Technology improvements must be made in the Town Clerk's office to meet the demand for 
current best practices. 


FACTS Committee Report Page 13-1 


Section 13 - Building and Zoning 


Mission/Strategy/Audience 


The Building Department is responsible for enforcement of the Massachusetts State Building Code, 
Electrical Code, Plumbing/Gas Code and Fire Code, and the issuance of permits pertaining to those 
codes. The Department is also committed to providing support for the work of the Zoning Board of 
Appeals. 


The Building Department serves contractors, real estate agents, attorneys, businesses and residents of 
the Town. 


Strengths/Opportunities 


The Building Department employs highly qualified inspectors. The staff works well with other departments 
in the Town, particularly with the Assessors, the Engineering Department and the Planning Board to 
present a common approach on the Town's building issues. 


The department is a net revenue generator for the Town, as the following figures demonstrate: 


Year Cost of Permit Fees Department 
Construction Expenses 
Work 
1990 $7,670,000 $110,000 $162,500 
1999 $17,000,000 $350,000 $176,800 


The department expenses have grown less than 1096 during the decade, due largely to personnel 
reduction. In that period, two positions were eliminated: a full-time building inspector and a secretary. 


OPPORTUNITIES 


The Town is not raising the full amount of tax revenues allowed under Proposition 275, because not all of 
the new construction in the Town is being added to the tax levy. 


The Building Department issues building permits for new construction. The value of the new construction 
is added to the valuation of the property, and the overall property tax levy for the Town can then be raised 
in the next fiscal year by 2.596 plus the new construction. However, it is estimated by both the Building 
Department and the Assessors that fully one-half of the new construction is done without a building 
permit. 


When a building permit is not purchased for new construction, the Town loses the permit income for that 
year; but, more importantly for the long-term, the Town also loses property tax revenue for that new 
construction for every year thereafter. 
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Issues/Challenges/Environmental Factors 


The Massachusetts codes are continuously being updated, which requires department personnel to 
attend mandatory courses and seminars to keep up with the changes. Also, the strong economy of the 
past few years has greatly increased the building activity in Winchester, and the staff has had to respond 
to the public's increased use of the office. 


Benchmarks/Measurement 


The Building Department serves many contractors and real estate agents who work with other 
communities. The comments and suggestions that are received from this audience are extremely helpful 
in finding areas for improvement, and in ensuring that the department exceeds the performance of other 
towns in providing professional, courteous, prompt and sincere service. 


Department Requests 


Improvement of technology is a must for the Building Department, in order to exchange information more 
readily with other Town departments and with the public, and in order to continue the current level of 
service with increased demand and reduced staffing. 


Adding a full-time building inspector would increase the Town's ability to identify new construction, and it 
would enable the department to more effectively enforce the law governing building permits for new 
construction. 


In addition to the opportunity to collect building fees at the current rate for new construction, there is also 
the opportunity to raise the department's building fees to be commensurate with the fees charged in 
comparable communities. This is a recommendation that is described elsewhere in this report. 
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Section 14 - Conservation Commission 


Overview 


The Conservation Commission (Con Com) is responsible for the implementation and enforcement of state 
and local wetlands protection laws, as well as overseeing the Town's Open Space and Recreation Plan. 
Its activities include: 


e Legal & Administrative work. The department prepares documents for hearings, prepares 
permits and all other necessary forms. It also provides legal and technical advice to Commission 
members. 


e Community initiatives. The Con Com organizes annual cleanups, and serves as a liaison 
between the Commission and public services groups. 


e Planning. The Con Com prepares an Open Space and Recreation Plan (OS&R), providing a 
detailed overview of the Town's natural history, an inventory of its open spaces, and the 
Commission's long-range goals. The Conservation Commission Act directs the Commission to 
"conduct research into its local land areas," and recommends development of a conservation & 
outdoor recreation plan. To be eligible for state Self-Help money to buy land, a municipality must 
have a current approved or draft OS&R Plan on file with the state. 


e Flooding Mitigation. Con Com is actively involved in representing the Town on Project Impact, 
a Federally sponsored project, to minimize flooding and flooding damage in the Mystic River 
watershed. The department provides information in support of the Town's legal actions against 
the Massachusetts Water Resource Authority's current proposal for improvement and upgrading 
of the Cummingsville Sewer. 


e Management and Maintenance. The Con Com is responsible for management of the Town's 
conservation land, including the maintenance of trails. 


Mission/Strategy/Audience 


MISSION STATEMENT 


The Conservation Commission is responsible for the implementation and enforcement of the 
Massachusetts Wetlands Protection Act and the Winchester Wetlands Bylaw. The Conservation 
Commission Act also gives the Commission the power to protect natural resources and to preserve open 
space. 


STRATEGY 


In five years, the Department feels it must evolve and expand to deal with the following: 


e Regional planning for open space preservation 

e Regional planning for watershed flood control 

e Preservation of remaining large tracts of land 

e Cleanup of hazardous waste 

e Programs for recently acquired, significant amounts of open space 


e Trails for passive recreation 
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e Inclusion of handicap accessibility to conservation lands 
e Maintenance of conservation land 
e Expansion of the Conservation tree program 


e NPDES (National Pollutant Discharge Elimination System) education program to Winchester 
Schools (This is a legal requirement to the newly implemented Phase II program, and planning 
discussions are in progress with the Engineering Department.) 


e Educating the public on the Wetlands Protection Act and the value of wetland resource areas. 


AUDIENCE 


The activities of the Conservation Commission serve the general public of Winchester. 


Con Com’s primary jurisdiction is 100 feet from wetland resource areas, or 200 feet from the Aberjona 
River and Horn Pond Brook. Con Com interacts with homeowners, developers, those affected by 
flooding, real estate agents, attorneys and businesses. lt provides environmental information on a daily 
basis to the public. The department interacts with officials from other communities to solve problems on a 
regional basis. 


With the exception of developers and consultants, the applicants served have no background in 
environmental matters. They need assistance at every level, from understanding language to filling out 
forms, receiving explanations of the natural features on their land and the goals of environmental 
protection and how to achieve them. Many also need legal advice for matters regarding environmental 
regulations and policies, recording at the registry of Deeds and appeal processes with the Department of 
Environmental Protection. 


Organization 


The Conservation Commission is a 7-member board appointed by the Board of Selectmen. It oversees 
the Conservation Administrator, a part-time 20 hour-per-week position. The department has no 
clerical/administrative support staff. 


Strengths/Opportunities 


e Information and Expertise. The department maintains a library of references. The 
Conservation Administrator is a lawyer with 13 years experience administering the Wetlands act 
She has taken numerous courses to stay current with developments in technology and the law. 


e Quality Service. The departments decisions are consistently upheld on appeal, and 
Winchester's Con Com is frequently called upon to advise other communities working on regional 
problems. 


e Productivity. The department has maintained quality service while demand for its services has 
grown. 


e New Website. The department has just developed a website that will soon be online. 


OPPORTUNITIES 


e There is an opportunity to integrate the Open Space and Recreation Plan produced by the 
Conservation Commission into an overall Town long-range plan. This department should have a 
visible and more clearly defined role in ongoing long range planning for proactive flooding 
mitigation, water quality, preservation/management of open space, wetlands resources 
management & education, and hazardous waste management. According to Dr. Hermann Field, 
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former member of Mass. Assoc. of Conservation Commissioners, "local ordinances have tended 
to ignore the underlying resource base, the soil and water characteristics, the role of forests and 
agricultural land, the town's scenic and recreational goals, the impact of property reevaluation 
and resultant shift in private land use patterns". One of the functions of an open space plan is to 
help fill these gaps. OS&R plans are critical tools for analyzing a community's protected land and 
water areas, and for identifying remaining undeveloped parcels and important local resources. 
Through a plan, parcels can be prioritized for future acquisition so the community can respond 
quickly when an important parcel becomes available.' 


e The Con Com could facilitate department productivity and interdepartmental communication 
through improved technology tools and training. Paperwork and information flow is a present 
challenge. 


e Analysis of Winchester's Conservation department structure versus benchmark towns could be 
completed to determine whether staffing and resources are adequate to meet conservation 
planning needs. 


Issues/Challenges/Environmental Factors 


ISSUE #1: RISK OF FLOODING/HAZARDOUS WASTE 


Winchester must work to mitigate the environmental and health risks associated with flooding and 
hazardous waste. 


ISSUE #2: INCREASINGLY COMPLEX ENVIRONMENTAL REGULATIONS 


In recent years, environmental regulations have increased considerably, in number, scope and 
complexity. 


ISSUE #3: EXTERNAL FORCES INCREASE WORKLOAD 


The Conservation Commission asserts that the workload of the administrator has increased since the 
department was established in 1987. A strong economy has increased development proposals, 
especially by homeowners who are remodeling or dividing lots. The regulations governing these 
proposals have increased in complexity, requiring more time to analyze. New responsibilities have been 
added to the administrator's function since 1987, including: participation on a regional study committee 
addressing flooding mitigation, serving on the Board of Selectmen's Hazardous Waste Study Committee, 
contributing to litigation with the MWRA on the Cummingsville Sewer project and attending all Town 
Meetings to be available for questions. 


With these increased demands, the part-time (20 hours per week) position of the single department staff 
person is stretched. 


ISSUE #4: INCREASED ACREAGE OF CONSERVATION LAND 


In 1987, when the department was created, the Town preserved approximately 32 acres of conservation 
land. Should the Winning Farm proposal receive final approval, conservation land will increase to 
approximately 100 acres. Both personnel and funds for maintenance are limited. A scaled-back DPW 
has resulted in reduced assistance by the DPW. The department has filled in the gaps with town 
volunteers, an additional program that must be overseen. 


1 Source: Environmental Handbook for Massachusetts Conservation Commissioners, p.45 
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ISSUE #5: DEVELOPMENT OF “MARGINAL” LAND 


Much of the undeveloped land left in town is what was once considered “marginal” (difficult/impossible to 
develop), and contains low, wet areas and difficult terrain. This type of land requires sophisticated 
planning and review. Increasingly, development proposals for parcels require Commission review. 


ISSUE #6: OPEN LAND A SCARCE RESOURCE 


Increased demand for development of parcels reduces the availability of open/green spaces for the Town 
and its neighborhoods. Con Com can participate in the planning and deliberate management of this trend 
for the Town's citizens. 


ISSUE #7: HANDICAPPED ACCESSIBILITY 


At this time, none of the trails on conservation land are accessible to the handicapped. The Con Com 
plans to develop a handicapped accessible trail at Winning Farm. 


Benchmark/Measurement 


Some towns have full-time Conservation Administrator positions, which the Town may have to consider in 
the future. 


The output of the department appears to compare favorably to other towns in the Commonwealth. Its 
decisions are consistently held on appeal and Winchester's Con Com is frequently called upon to advise 
other communities when working on regional programs. 


The perspective of the department on measurement is as follows: 


"Our department deals with quality of life, so it is difficult to quantify our performance by 
Scores, transactions or permits. We issue more permits than we used to, but that 
measures development, not preservation, protection and planning. 


We could measure water quality. We note our contribution to the opening of Wedge 
pond, again a popular recreation area, once closed to pollution. We may also measure 
ourselves in acres of preserved open space. In 1987, when the department was created, 
the Town preserved approximately 32 acres of conservation land. It is now 
approximately 100. The land we protect holds water, mitigates flooding, provides habitat 
for wildlife, and areas for rest or passive recreation. Difficult to quantify, but invaluable." 


Statistics provided in the Finance Committee Budget book to Spring Town Meeting are as follows: 


Statistic 1996 | 1997 | 1998 1999 
Notice of Intent 13 12 20 17 
Orders of Condition 13 12 20 17 
Certificates of Compliance 10 7 7 5 
Requests for Plan Changes 7 5 6 5 
Extension Permits 2 9 2 4 
Appeals 0 1 1 1 
Adjudicatory Hearings 1 0 0 1 
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Current Finances and History 


The department collects fees — Wetlands Protection Act fees, and fees under the Winchester Wetlands 
Bylaw. By state law, the Wetlands Protection Act fees may be used only for the administration of the 
Wetlands Protection Act. Fees collected under the Wetlands Bylaw and interest on the Wetlands 
Protection Act Fee fund go into the Town's general fund. 


According to the department, during the last 12 years its budget has remained "level funded" ($25,000 
salary and $1,260 operating expenses). During that time, the department purchased two computers and 
office equipment, plus paid for leave replacements and occasional secretarial services from the Wetlands 
Protection Act Fee fund. 


Department Requests 


e Increase Administrator’s hours and administrative support. The Chair and members of the 
Commission, and the Administrator recommend that the Administrator's position be increased to 
30 hours per week. They assert this would realign the job definition to meet the increased 
demands of the department that have occurred in the 13 years since it was defined at 20 hours 
per week. They also recommend that a part-time secretary be hired to take minutes at meetings 
and to do clerical/secretarial work. 


The Conservation Commission provided the following time log of hours (and average hours 
worked) that the Administrator has been working since mid-June to substantiate their request: 


Week Ending Hours 

6/16/00 30.5 

6/23/00 24 (4 day week) 
6/30/00 28 

7/7/00 21 (3 day week) 
7/14/00 14 (2 day week) 
7/21/00 34.5 

8/4/00 33.5 

8/11/00 25 (4 day week) 
8/18/00 Vacation Week 
8/25/00 23 (3 day week) 
9/1/00 18 (2 day week) 
9/8/00 25 (4 day week) 
9/15/00 32 

9/22/00 30 

9/29/00 34.5 


Total Hours: 373 divided by 57 days = 6.5 hours per day X 5 days per week = 32.71 hours per 
week. 


e Long range planning. The department would like to devote more time to long range planning to 
mitigate flooding, improve water quality, preserve open space and clean up hazardous waste. 


e Education and communication. Con Com would like to be better integrated with other 
departments facilitating the flow of information. The department would also become more 
involved in educating the public about wetlands resources, and design education programs for 
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the schools consistent with requirements of the National Pollution Discharge Elimination System 
(N.P.D.E.S.) grant. 


e Integrate technology. The department's largest challenge is managing information and paper, 
given an increased paperwork load. It anticipates that much of the information it delivers to the 
public and to applicants will be done electronically. A new computer was purchased to enable 
interfacing with other departments, but would benefit greatly from software that would allow the 
sharing of a common database. 


e Funds for management of conservation areas. The Con Com has no source of funds for the 
overall management of conservation areas, in particular for keeping walking trails safe. The 
"other expenses" area of the operating budget, at $1,260, is used mainly for office expenses with 
little left over for trail maintenance. The Conservation Fund legally can finance only the purchase 
of land, not the maintenance of it. Overhanging trees, and similar safety issues are addressed 
through volunteers and occasional assistance from the DPW and Engineering Department. 
There are no funds for materials or outside contractors. Con Com requests funding for these 
initiatives from operating budget funds or the loosening of legal restrictions on the uses of the 
Conservation Fund. 


e Raising Fees. The Con Com believes that raising filing fees under the Town's Wetlands Bylaw, 
and keeping those fees within the department, would increase revenue, and more adequately 
reflect the time it takes to perform the tasks required of the office. 
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Section 15 - Library 


Overview 


The Winchester Public Library provides a broad collection of books and other materials as well as 
information access and reference services from a single facility that is located in the center of town. 
Working closely with its elected board, the library demonstrates an exemplary level of planning, 
communication and process excellence in its service to its patrons. 


Mission/Strategy/Audience 


MISSION STATEMENT 


The Winchester Public Library is a dynamic community resource that endeavors to improve the quality of 
life for its Library patrons by providing: 


e General Information to meet the need for information on a broad array of topics related to work, 
school and personal life. 


e Current Topics and Titles to enlarge and improve opportunities for relaxation, recreation and 
restorative reflection. 


e Lifelong Learning opportunities for both adults and children that begin by fostering a love of 
reading and an awareness of the resources available in the public library. 


To accomplish these endeavors, the Library relies on a professional staff, a broad collection of current 
materials in a variety of formats, suitable information technology, and a well-maintained facility for 
patrons. 


AUDIENCE 


The Library serves the entire population in a pro-active way. Pre-schoolers and their parents are 
introduced to books, story hours and each other at the Library; school age children depend on the Library 
for homework assistance and recreational reading; adults use the library for a variety of purposes 
including recreational reading, independent learning, and assistance in finding answers to specific 
questions. 


Organization 


ROLE AND RESPONSIBILITIES 


Under the authority of the Board of Trustees, the Library Director and Assistant Director have overall 
Administrative responsibility for all Library operations — personnel, public services, technology, building 
grounds, and the collection. Library service is provided 65 hours and 7 days per week. The Library is 
divided into four specialized Service Departments, each with a Department Head (a working supervisor). 
These are Reference Services, Children's Services, Circulation, and Technical Services. There are a 
total of 21.08 FTEs; 11 are full time and 10.08 are part time. Twenty six separate people fill the remaining 
10.08 FTE's. Four part time custodians make up the 1.52 FTE maintenance department. 
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OUTSOURCING 


In FY'01, as a result of an internal study of Library operations, the Library will be purchasing more 
materials pre-processed (i.e. with call numbers and book jackets in place). 


Much of the technical work has been streamlined through membership in the Minuteman Library Network. 
This membership provides Internet access, a circulation system, a bibliographic database, reference 
tools, and resources for the sharing of over one million titles. 


Professional cleaners after hours (7 hours/week) supplement the custodial staff. 


ISSUES 


In 1999, giving recognition to the Town’s traditional principle of equal pay for equal work, Town Meeting 
passed a Personnel Board article bringing non-union library employee’s benefits substantially in line with 
the Town’s unionized employees. The challenge for the future will be to devise a schedule and a process 
that will enable non-union people to stay abreast each year, rather than play catch-up every ten or eleven 
years. 


While goals are set and an effective performance review process is in place, financial incentives or 
rewards are limited to step increases allowed under the Personnel Policy Guide. 


Following the completion of the Library’s long-range plan, the Board of Trustees hired a consultant whose 
recommendation included the comment that the Library staff should work to value perfection a little less 
and urgency a little more. This is a difficult concept for librarians, but they are embracing it. Their goal 
has been to provide more direct public service wherever possible. Changes in procedure include: 


e Elimination of back issues of periodicals (which will be borrowed or faxed from the regional 
libraries) 


e Drop-in rather than registration for Children's Department programs 


e Streamlined collection development process, circulation policies and procedures (e.g. telephone 
renewals, customer access to their accounts from home, returned fiction book trucks moved next 
to circulation desk, etc.) 


e LCD projector to enable larger training sessions 
e In-house technology committee to share problems, successes, future needs, etc. 


e Increased hours and services resulting in increased use (attendance in June 2000 is 12% higher 
than June 1999; circulation of new fiction up by 30096) 


Strengths/Opportunities 


e People are the Library's top strength: a dedicated elected Board of Trustees, a committed staff, 
supportive Friends of the Library, and patrons. Opportunities remain in the mix of staff (shifting to 
more full-time staff would improve consistency and help in recruitment) and the number of staff 
(Young Adult services have only 15 hours per week support). 


e The renovated facility is a strength. It is central, attractive, ADA compliant, and well designed 
for the use of technology. Maintenance is an on-going challenge in a building with 219,000 visits 
per year. 


e Technology (Internet access, cooperative database purchases and public access PCs) has 
changed the face of Library services. Aging PCs need to be replaced, however, and the rapid 
pace of change for technology requires more time and money for staff training. 
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e The Library collections have been expanded through the Minuteman Library Network and the 
Metrowest Regional Library System. Years of under-funded book budgets by the Town, however, 
have forced the Library to use Trust Funds and State Aid to meet the minimum requirement for 
State certification. This has skewed the collection since trust funds had narrow restrictions and 
must to be spent on subjects the Library didn't need. 


e Library hours are more normalized at 65 hours/week in the winter. In 1999, for the first time in 
more than a decade, the Library opened on Sundays — an extremely popular service. The 
opportunity remains to open the Library on Saturdays during the summer, and many patrons have 
asked that the Sunday hours be expanded by one hour to a four hour day. 


Issues/Challenges/Environmental Factors 


e School curriculum changes have made it imperative that the librarians and the schools 
establish regular channels of communication. For FYOO, the Library has established the following 
goal: “The Children's department will assign 50% of its non-fiction book budget to enhance the 
school's curriculum." 


e The explosion of technology in recent years has added a new, stressful and time-consuming 
layer of complexity. Public computers are used every minute of the 65 hours that the library is 
open, and they are subject to the use — and abuse — of both experienced and novice users. The 
public cares only that the machines are robust and functioning, and that their connections to the 
Internet are fast. This becomes more challenging as the PCs age and enter their fifth year of 
heavy use. 


e The face of reference work has been changed by technology as librarians must: 
e devote more time to each question due to the number of resources available 
e troubleshoot equipment problems 
e keep up and learn to use online databases 
e teach patrons to use the online catalog and the Internet 
e deal with patrons who expect faster and more wide-ranging services 
e monitor Internet usage 
e re-allocate budgets to accommodate new formats (e.g. CD-ROMs, books on CD) 


e Equipment costs are hard to predict but the heavy use of equipment by patrons and their 
demands for fast, high performance PCs and reliable connections make a regular replacement 
cycle imperative. 


e Increased staff training is required to keep up with equipment and database changes. 
Reference librarians need to take advantage of training opportunities offered by the Minuteman 
Library Network and the Metrowest Regional Library System, and take time to practice and 
become familiar with what they learn. As staff terminals in the Circulation Department are 
replaced with PCs, the clerical staff will need to learn computer skills. The challenge will be to 
keep morale up and stress down. 


e The statewide shortage of qualified librarians affects Winchester Public Library, and is 
compounded by the fact that so many positions are part-time and offer no benefits. 


Benchmarks/Measurement 


Through the Minuteman Library Network, the automated circulation system produces a wide variety of 
statistics that the Library studies to monitor user patterns and degree of satisfaction. Regular analysis 
includes item circulation, circulation by material type, the collection breakdown, patron registrations, door 
counts/visitors, program attendance and reference use. 
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Communication 


Generally, communication within the Library and between the Library and other departments is good. 
Staff from other departments are helpful but often busy and unable to respond quickly. Cross-training 
and more regularly scheduled meetings would be helpful. The Library surveys townspeople to determine 
needs and level of satisfaction. 


The Library has been pro-active in establishing communication with the schools; brown bag lunches have 
been arranged with the School Superintendent, Assistant Superintendent and school librarians. These 
informal meetings have encouraged an exchange of information about assignments, resources and 
curriculum changes. The Children's and Reference Departments have also worked with school reading 
specialists and elementary school librarians to co-produce summer reading lists. 


Current Finances and History 


REVENUE 


The Library receives 94% of its revenue from Town Funds, 2 7596 from State Aid, 2% from Friends of the 
Library, 196 from Trust Funds and less than 196 each from grants and gifts. The state aid grant depends 
on meeting certification requirements. (In addition to the grant, certification provides citizens with the right 
of reciprocal borrowing privileges at any public library in Massachusetts.) 


Public Libraries by law and by definition are free and open to all. State certification requires that the Chair 
of the Library Board of Trustees sign nine separate statements attesting to the provision of services to 
residents and non-residents alike, free of charge. The Library collects fines for overdue materials and 
payment for materials lost or damaged. This money goes into the town's general fund. The fine schedule 
was reviewed and revised two years ago at the request of the Finance Committee. 


The Friends Of Winchester Library raise money each year (as much as $25,000) to sponsor a variety of 
Library programs and services. As importantly as the money they raise, they contribute their time. This 
enabled the Library to eliminate the duties of community work for one of the Reference librarians, since 
Friends now do all adult programming and publicity. 


It’s important to note that the Library renovation included a very active fund-raising that contributed over 
$600,000. Private funds paid for furniture, equipment, shelving, art restoration, refurbishing the 
Washington Street entrance, and grounds work. “Build for the Future” funds paid for sidewalks, walls, 
parking lot and landscaping. This project has had the willing assistance of DPW. 


EXPENSES 


Cost drivers are related to usage (wear and tear on computers, number of hours open, amount of material 
circulated, reference questions asked, etc.) and changes in technology (new audio visual formats, 
Internet resources and databases available, etc.). 


CAPITAL 


Since the move back into the renovated building, the only capital requests have been for technology. In 
1997, the Town appropriated $32,000 for computers. Private funds amounting to $54,000 (Build for the 
Future) were used to pay for the network equipment and installation. The capital planning FYO1 request 
was not funded, so the Library will not be able to meet its technology plan of a four-year replacement 
cycle. 
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The replacement of building components (carpeting, paint, rubber roof membrane, etc.) is anticipated to 
occur in 2006 and beyond. 


Current Program Summary 


Reference accounts for 27.796 of the current budget; Children's Services account for 24.596; and Adult 
Services (including circulation) account for 35.496 of the budget. These figures include an allocated 
portion of Technical Services, Administration and Maintenance. Core services (postage, telephone, and 
printing) account for 12.296 of costs. 


Technology and Infrastructure 


When the Library moved back into the renovated building in 1996, they installed 7 PCs in the adult 
reference room (5 with Internet and CD-ROM, 2 with CD-ROM only). The Children's Room had 2 PCs 
devoted to "edutainment" products and one for the Internet. Currently, the Library has added three more 
PCs for the public. As described previously, the FY01 request for capital to replace these aging PCs was 
not funded. 


In 1998, the Minuteman Library Network migrated member libraries to TCP/IP protocol, with T1 lines to 
Bell Atlantic. As a result, patrons benefit from a fast connection and stable system. The Minuteman 
Library Network and the Metrowest Regional Library System also provide the Library with periodical and 
reference databases that it could not afford individually. 


Department Requests 


e Enable a shift to more full time staff. The many part-time staff allow the library to be open 7 
days (65 hours) a week economically. But there is a price for having so many part-timers. 
Training and communication could be improved via the consistency provided by more full time 
staff. 


e Add Young Adult services staff. Young Adult Services are practically non-existent. One part 
time (15 hours a week) Reference/Young Adult position cannot provide the services needed by 
this age group. 


e Coordinate town building maintenance. Maintenance is an on-going challenge in any building 
but especially one with the foot traffic (219,000 visits per year) of a busy library. The part-time 
custodial staff (4 men who equal 1.52 FTEs) does a tremendous job in maintaining and cleaning 
the building. Additional custodial staff would allow the library to have someone on duty all the 
time that the library is open. The Town has long needed someone to coordinate building 
maintenance and repair for all buildings. The library is looking forward to working with that 
person when he or she is appointed. 


e Upgrade public access computers & replace aging PCs. The rapid pace of change for 
technology requires more time and money for staff training. The Town's capital budget is under- 
funded every year. 


e Improve and balance the collection. Years of under funded book budgets by the Town has 
forced the library to use Trust Funds and State Aid to meet the minimum requirement for State 
certification. This has skewed the collection as Trust Funds (with narrow restrictions) were spent 
on subjects the library did not need in order to meet the bottom line requirement. This has 
prevented the library from using the money in the way it was intended to be allocated — to enrich 
and enhance the collection. 
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e Add more hours of service. To serve patrons well, the library should be open on Saturdays 
during the summer. Many patrons have asked that the Sunday schedule be expanded by one 
hour to a four hour day. 
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Section 16 - Recreation and Community Education 


Overview 


The Recreation and Community Education Department provides a variety of recreation and community 
education programs that are almost entirely self-supporting. 


Mission/Strategy/Audience 


MISSION STATEMENT 


To consistently provide quality programs, creative leisure and community education services that satisfy 
present and future needs of the Winchester community. 


AUDIENCE 
The Recreation and Community Education Department offers programming for the residents of 
Winchester from newborn to senior. 7796 of participants are residents of Winchester. They represent 
5916 households. Major constituencies are: 

e Young children age 2-8 who need seasonal programming 

e Tennis playing adults who need tennis courts in excellent condition 

e Middle School youth who need viable Youth Center and teen programs 


e School age children who need after school care 
Organization 


ROLE AND RESPONSIBILITIES 


The Director has program and fiscal oversight and prepares the budget. The Program Coordinator is 
responsible for Youth Programs, instructors and vendors, and oversees the fields and Borggaard Beach. 
Other staff include the Kid Connection Director, the Community Education coordinator, the Youth 
coordinator, and an Administrative Assistant, Secretary, and Office Assistant. There are 5 full time and 2 
part time employees, as well as 100 seasonal employees and 150 contract employees. 


ISSUES 


Since 1999 when permanent salaries first became dependent upon revolving account revenue there has 
been growing concern by both permanent management staff and secretarial staff (NAGE members) about 
job security. In FYO1 a portion of all permanent staff will be dependent on the revolving account. This 
has already affected staff retention. 


Because of “step and track” raises, performance raises are more or less non-existent, and once an 


employee reaches the top step, there is no way to reward him or her further. 


Strengths/Opportunities 


e The department has been able to cover expenses with minimal appropriated money 
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e The department has the flexibility to respond to community and government requests 


e There's a continuing opportunity to develop new programs, joining in cooperative ventures 
(using high school art on the brochure, holiday party with the senior center, Ageless follies, 
Middle School dances, etc.) 


e The department is on the leading edge of recreation programming 


e There's an opportunity for more collaborative efforts with the schools 


Issues/Challenges/Environmental Factors 


The biggest challenge is the lack of dedicated space in an existing building or its own facility. This 
challenges credibility, and makes it hard to plan. 


Benchmarks/Measurement 


Winchester has the fewest recreational facilities of any town in the immediate area. 


Communication 


Among the small staff, it is not difficult to stay in touch. Communication with other town departments is 
adequate but could be improved. 


Current Finances and History 


REVENUE 
The Recreation and Community Education department revenue is comprised of 1096 town appropriation, 
89% user fees, and 1% gifts and grants. User fees are established by considering: 

e Costs of program 

e Administrative overhead needed 


e Fair market value 


EXPENSES 


Cost drivers are related primarily to usage (number of courses, number of registrations). 


CAPITAL 


The capital assets of the department include Packer Tennis Courts and Borggaard Beach. The 
department currently occupies the Sanborn House (which is under town control), and the Sanborn 
Carriage House (which is under school department control). 


Current Program Summary 


Community Education and Community Recreation each account for 1196 of the budget; Year Round 
Children's Programs account for 26% of the budget; Seasonal Children's Programs account for 41% of 
the budget. Administration accounts for the remaining 11%. 
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Technology and Infrastructure 


There are currently 5 Imacs and 3 G3s networked to a Powermac G3, with one networked black and 
white printer and several individual color printers. Computers are also used in the pre-school and after 
school programs. Several (not all) offices have e-mail via an ISP called Shorenet. A new phone system 
has recently been installed and is equipped with voicemail. For safety at off-site locations, instructors and 
administrative personnel use 6 Nextel phones. There is a central fax machine and two copiers. 


Each year, about two PCs are purchased and older machines retired to the pre- and after-school 
programs. Internet access is very limited. 


Department Requests 


e A dedicated space in an existing building or its own facility would help the department. People 
look for consistency and continuity when enrolling in a program. Having a building with a gym, 
pool, classroom space as well as outdoor fields would afford the opportunity to service the needs 
of the community as well as alleviate the competition for existing facilities. 


e Appropriate permanent employee's salaries as part of town budget. Since 1999 when 
permanent salaries first became dependent upon revolving account revenue, there has been 
growing concern by both permanent management staff as well as secretarial staff (NAGE 
members) about job security. In fiscal 2001 a portion of all permanent staff will be dependent on 
the 53E % revolving account. The NAGE members are questioning their union rights if the 
revenues of the department fall short of salary needs. Staff retention is being affected. To put 
Recreation department employees on equal footing with the rest of the town employees, their 
salaries could be appropriated with the understanding that the department would do everything it 
could to reimburse the Town at the end of the fiscal year. 


e Direct connection to town financial system would streamline business processes. With a 
direct line to the Town's computer system, the department could enter payroll directly and 
perhaps electronically submit bills for payment. 


e A collaborative and cooperative effort between the School Department and the Recreation 
department could result in better programming for the whole town. 


e The DPW should have complete jurisdiction over playing fields from permitting to 
maintenance. Currently Recreation issues permits and collects fees (which are used to pay the 
electrical bill for Ginn Field lights), but DPW maintains the fields. DPW could use any revenues 
left after electrical expenses for field maintenance. They would also know which fields are being 
shut down for short or longer periods of time and could schedule them accordingly. 


e The Town should renovate an existing building as a community recreation center, which 
could house the Recreation department. The renovation should include the construction of a 
gymnasium. There is also a long-range suggestion at the end of this report that asks for 
consideration of a Request for Proposal from private interests to fund and operate a community 
center with some Town assistance (perhaps similar to the arrangement that created the Jenks 
Senior Center over two decades ago). 


e The Town should construct an outdoor pool. This facility could enhance activities already 
offered by the Recreation department, including but not limited to Summer Adventure and swim 
lessons. The department believes that an indoor pool would be a great addition but would not be 
able to support itself. An outdoor pool, however, could pay its own way with user fees. Perhaps 
the Town would agree to bond and the Recreation department would pay off the loan. 


e The Town should upgrade playground equipment at Mullen and Leonard Fields. Due to 
new guidelines for playground equipment safety and design, current equipment had to be 
removed. The department would like to construct a building with bathrooms and storage at 
Mullen Field. Mullen Field is the location of the department's youth instruction sports programs. 
Such a facility would help accommodate the needs of the program participants. 
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Section 17 - Board of Health 


Overview 


The Health Department is responsible for protecting the public from personal and environmental health 
hazards, and accomplishes this through four main types of activities and services: 


e Communicable Disease Records. A primary responsibility of Boards of Health is meeting the 
state's mandate to keep timely and accurate reports of communicable diseases for submission to 
the State Department of Public Health. A part-time Town Nurse handles this responsibility. 


e Health Education & Promotion, and Disease Prevention. These programs include health 
education and prevention initiatives for tobacco use and substance abuse, as well as other health 
education efforts. The department also provides a broad array of health monitoring and 
immunization clinics. The office collaborates with school nurses and provides immunization 
clinics to assure that children have the required immunizations for entry into the school system. It 
also provides a service to local physicians and the hospital by acting as a depot for free vaccine 
distribution, a service that would otherwise be unavailable. The office furnishes disease 
prevention and other information to citizens traveling to other countries. Tuberculin tests are 
offered to citizens and workers in the Town when required for employment, as it is in the school 
system. 


e Community Partnerships. The Health Department participates in or supports the work of a 
number of local organizations, citizen groups and institutions involved in the physical and overall 
well being of Winchester citizens. 


e Environmental Services. These services include the development and/or monitoring of a variety 
of state and/or locally mandated environmental safety standards, including air quality, smoking 
regulation and enforcement, food service inspections, housing code compliance, mosquito 
control, drinking water testing, swimming water testing and rabies prevention/animal quarantine. 
The Health Department is involved in solid waste management areas that relate to public health 
such as recycling, hazardous waste collection and the enforcement of proper trash disposal. 


Mission/Strategy/Audience 


MISSION STATEMENT 


The Winchester Board of Health is dedicated to protecting, maintaining, and improving the health and well 
being of all Winchester residents. 


AUDIENCE 


The activities of the Health Department serve the general public of Winchester, citizens who live in, work 
in or visit the community. 


Strengths/Opportunities 


e Expertise. The department's directors have been leaders in the health field at the state level. 
Michael Saraco, Joseph Tabbi and Joan Barry (past and present Winchester Health Department 
directors) were past presidents or served on the Executive Committee of the Massachusetts 
Health Officers Association. Board members, too, have impressive qualifications in fields related 
to public health. Their expertise helps (helped) Winchester have foresight and knowledge with 
respect to present and emerging public health issues and opportunities. The present staff of the 
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department has extensive professional and community track records as shapers of public health 
policy and as agents for positive change. 


Innovation and Collaboration. The department has had a history of establishing programs that 
are on the leading edge of community health, such as: 


e The Substance Abuse Prevention program - Winchester is one of 23 communities in the state 
to seek and receive pilot program grant funding in Life Skills Training. 


e Winchester is one of a handful of communities to receive a three year grant from the Office 
for Juvenile Justice Prevention to work with the highest risk children in the our school system. 


e The office collaborated with the schools to receive a Governor's Alliance Against Drugs and 
Violence grant that will provide a late bus for the youth center and provide a science based 
program, Smart Leaders, to 23 youth team leaders. It is designed to build personal skills to 
effect positive behavior changes. 


e The Hepatitis B vaccination program is a collaboration of the school nurses and the Town 
nurse. It involves a series of three shots, therefore three clinics, to successfully administer the 
program - Winchester became a national model as the first Board of Health in the nation to 
establish a Hepatitis B vaccination program funded via third party billing. 


e The Board of Health collaborates with the schools though an annual measles, mumps and 
rubella clinic in the school. 


e The Board of Health identified a potential environmental hazard with the inadequate chlorine 
residence time in the treatment of our public water supply. The Board worked diligently on 
educating the public and fostering support to plan and build our present day Water Treatment 
Plant. 


Resourcefulness. The Board of Health has initiated many of health programs through grants, 
providing services to the community without adding strain to the Town's operating budget. The 
Board borrows equipment from many state agencies to make it possible to conduct necessary 
testing mandates. It has developed community relationships over the years resulting in 
anonymous contributions to gift accounts that support the department's work. The Board makes 
extensive use of volunteers in the community to hold health clinics and town day, to supplement 
office assistance and distribute health information. 


OPPORTUNITIES 


Long Range Planning. This department/board is knowledgeable about present and emerging 
community, state, and national health trends. Their knowledge and foresight of emerging issues 
could feed into a larger Town long range plan and clarify what resources should be devoted to 
addressing them. Such a process could help the Board and department head shape a better 
sense for the priorities and long run plan for its own departmental activities. 


Communication. The department intends to improve communication on two levels: 


e External. The department staff is developing communication programs to increase 
awareness of the programs it currently offers. The newly created department brochure is one 
example. They would also like to make use of "free" media or communication channels, such 
as a Town website to disseminate information, local Cable television, or perhaps a Town 
Bulletin board. 


e Internal. The Health Department intends to participate in even more interdepartmental 
collaborative opportunities and hopes to schedule regular interdepartmental meetings. 


Grant Application and Management. Without grants, the Health Department is largely limited 
to inspections, permits, and immunizations. The Substance abuse (Life Skills) and Tobacco 
programs are funded by grants. The Life Skills program director is frequently diverted from her 
primary responsibilities to assist in grant writing for future programs in their own or other Town 
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departments. A Town-wide resource for grant writing could allow these individuals to focus more 
on their priority work. 


e  Regionalization. There are opportunities for cross-community collaboration in the work of this 
department. Watershed management and clean up of the Aberjona River are of critical concern 
to the Town of Winchester and require a regional approach. The department is interested in 
moving in this direction. 


e Fee Schedule. FACTS did not have the opportunity to review this department's fees against 
comparable communities, but the department agrees with the general FACTS recommendation 
that the fee schedule for permits and clinics should be reviewed and updated periodically. 


Issues/Challenges/Environmental Factors 


ISSUE #1: INCREASED DEMAND FOR TOWN NURSE SERVICES 


According to the Department Director, the demand/assessed need for Town Nurse services has grown 
beyond the capacity of what the part-time position can provide. The position is funded for 10 hours per 
week (2 days) minus vacations, personal days and holidays, etc. The Town Nurse averages 16 hours a 
week to meet minimal job responsibilities. Demand for service is driven by the following factors: 


e Winchester is experiencing an increase in the number and variety of communicable disease 
cases. Examples of the disease reporting in the Town of Winchester for the year 2000 are: 
tularemia, malaria, entameba Histolytica, strep pneumonia, Hepatitis A, B, and C, lyme disease, 
salmonella, pertussis, campylobactor, shigella, and giardia. These disease occurrences are 
similar across the state. The nurse averages three disease cases per week, each requiring 
approximately two hours per case to make contact and complete the mandatory reporting 
requirements, straining her availability for other programs. This task requires the employee to 
work at any hour of the day or night, until she can reach the appropriate physician or client 
contacts. 


e The Board of Health deems that the population of Winchester would benefit from an increase in 
the variety and number of immunization clinics offered to residents to lessen the threat of an 
outbreak. They cite that Winchester is a community with a population that is well traveled, has an 
increasing number of foreign residents including au pairs, has a high percentage of elders, is 
witnessing an increase in cluster living, and has its share of immuno-compromised individuals. 


ISSUE #2: TOWN FUNDING CONSTRAINTS LIMIT IMMUNIZATION CLINICS 


The Health Department put a portion of its immunization clinics on hold last year due to "inadequate 
funding". 


ISSUE #3: SUBSTANCE ABUSE IS A COMMUNITY ISSUE; FUTURE FUNDING IS UNCERTAIN 


The Police Chief identified substance abuse as a public health problem in Winchester. He challenged the 
Board of Health to develop programs to reach out to youth in an effort to help them learn healthy decision 
making processes. The Life Skills program, currently completely funded by the MassCALL grant, involves 
a community approach to influence children, their caregivers and other stakeholders with tools to change 
behavior and make healthy decisions. This partnership approach involving police, schools, parents, and 
other community members is a scientifically based program and judged to be the most effective means of 
sustaining long term behavioral change and reducing substance abuse. 


The MassCall grant is a state grant that has funded the initial three years of the program. It is analogous 
to state “seed” money, under the assumption that communities will take ownership and fiscal 
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responsibility for these programs once established. The level of grant funding available to Winchester as 
of the end of the grant in FY2001 is expected to decrease. 


ISSUE #4: RELIANCE ON GRANT FUNDING REQUIRES PROACTIVE MANAGEMENT 


Both the Tobacco and Substance abuse programs are funded by grants and the future of those grants is 
uncertain. In addition, these programs don't have identified “homes” or infrastructure. The part time 
support staff are presently housed within the office space allocated to the Board of Health and the Police 
Department, which is judged to be inadequate. The future of these programs is uncertain, as the grant 
that established the program functioned as "seed money" and is expected to decline. 


Grant management requires a commitment of resources. The writing of grant applications requires a 
great deal of effort and a high level of management. The Director reports that grant management 
accounts for 20 - 30% of the department's time to comply with the conditions set upon grant acceptance. 
The Comptroller's office has supported the department's fiscal reporting requirements of the grants 
received. However, the department asserts that the Town's accounting system must be improved and 
brought up to date if the Town expects to continue to receive grants from the state and federal 
government. The Town was taken off the state's "ready payment" system due to its inability to meet 
specific fiscal expectations. This delayed reimbursements to the Town. The Board has just been notified 
that it has been awarded a grant from the Office for Juvenile Justice and Delinquency, and is concerned 
that it will involve even stricter requirements under federal guidelines. 


Environmental and Policy Issues 


ISSUE £ 1: EMERGENCY PREPAREDNESS. 


National and state health agencies are focusing on bringing local Boards of Health up-to-speed on issues 
relating to emergency preparedness for bioterrorism and emerging communicable diseases. The staff 
and Board will need to devote time to understand and analyze this subject and develop a Town-wide 
plan. There are no incremental resources devoted to this issue. 


ISSUE #2: DISCONTINUED STATE SUPPORT OF TUBERCULIN PPD. 


The state Department of Public Health will discontinue providing Tuberculin for any population other than 
the elderly. The Board of Health has voted to continue providing this service because it is a requirement 
of employment for many locations, including the schools. 


ISSUE £ 3: FLOODING IS A PUBLIC HEALTH RISK. 


Flooding of urban areas is suspected to impact public exposure to potential disease producing organisms. 
The assistance of the Board of Health would be required in a flooding emergency and could be employed 
in flooding mitigation efforts. 


ISSUE #4: NEW STATE REGULATIONS FOR CAMPS AND SWIMMING POOLS. 


The State Department of Public Health adopted regulations recently addressing recreational camps and 
public swimming pools, increasing the time required to do inspections. The local Board of Health is now 
required to conduct CORI and SORI checks for camp employees. The definition of a camp has been 
expanded to include situations previously excluded. The regulations are extremely comprehensive, 
require specialized training and tools, and certification. The State does not compensate any town for the 
cost of providing any services the department provides, or the tools needed to provide the service. 
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Benchmark and Measurement 


The department uses a number of internal, self-monitoring measures of its performance. 


Food establishment licensing. Compliance with licensing regulations is completed via regular 
inspections. When judged in non-compliance, an establishment must have a hearing before the 
Board of Health. The department deems its low incidence of hearings as a strong measure of 
compliance with regulations. 


Tobacco compliance. Similarly, the department monitors establishments holding a license to 
sell tobacco for compliance with Winchester's tobacco by-law. Non-compliance is tracked and 
business owners are fined. The department's goal is to reduce the percent of non-compliance 
this year via increased compliance checks and enforcement. This year's Tobacco grant requires 
the department to focus on enforcement. The Tobacco program also patrols the schools for 
compliance with tobacco regulations and keeps track of violations and fines. 


Substance Abuse Program evaluation plan. The Life Skills program has an evaluation plan, 
pre- and post-tests, and statistical analysis of a control group to measure the program's success. 
The program will be evaluated at the state level versus twenty-three similar grant-funded 
programs. 


Tracking Health Trends. The reports of the Town Nurse keep track of the number of contacts 
and surveillance reports which allows the department to track health trends. The Department 
keeps track of the number of citizens immunized and the number of contagious disease cases 
reported. 


Health Department statistics provided in the Finance Committee Budget book to Spring Town Meeting are 


as follows: 

Statistic 1993 | 1994 | 1995 | 1996 | 1997 | 1998 | 1999 
Complaints received and investigated 87 150 78 83 83 72 86 
Inspection/re-inspection food establishments 400 330 348 360 315 385 410 
Rabies Clinics — animals inoculated 500 309 150 102 125 150 200 
Flu Clinics — residents inoculated 1105 750 | 1148 | 1236 1364 | 1350 | 1540 
Permits issued — not Transfer Station 717 738 583 718 736 698 750 
Hazardous Waste Collection — residents 450 250 220 275 287 410 350 
Communicable disease cases investigated 42 19 42 34 27 32 43 


Current Organization 


The Board of Health is a three-member elected board. It oversees the Health Department Director. 


The director's staff includes a full time secretary, a part-time Town Nurse, a Life Skills Program director 
(MassCALL grant), and a Tobacco program director (Tobacco grant), and a part time food service 
inspector. 


The director inspects all complaints received by the office, including food service complaints. The food 
service inspector conducts the state mandated food service inspections (two per year minimum per 
establishment). 
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Current Finances and History 
The department has three sources of funding: 
e The department director, secretary and part-time Town Nurse are funded through the Town 
Operating budget. 
e Fees cover the associated costs of the vaccine distribution provided at health clinics. 


e State grants fund the Tobacco and Substance abuse programs. 


Current Program Summary 


Please refer to the Overview and Department brochure in the FACTS Library. 


Department Requests 


Highlights of Departmental requests include: 


e Consideration of hiring the Town Nurse as a full-time employee to meet the state mandated 
activities, to provide more health clinics to residents and to develop a health education program. 
The department believes the current 10-hour per week part-time arrangement is inadequate. The 
Director asserts the most cost-effective method to provide nursing services is to conduct them in- 
house. The belief is outside agencies, if contracted, would escalate costs to three times what an 
in-house nurse would cost and their time availability would not meet the requirements of the job. 


e To continue the Substance Abuse Prevention and/or Tobacco programs, the Department asserts 
that a financial commitment from the Town will be needed when grant monies cease or decrease. 


e Develop a Town Web page. This department would like to make use of it for dissemination of 
health information, departmental programs and services. 


e Improve inter-departmental communication capabilities to facilitate better sharing of information 
and collaborative efforts. 


e The department plans to improve the town's revenue stream by updating their fee schedule. 
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Section 18 - Council on Aging 


Overview 


The Council on Aging (COA) is the local government agency mandated by the State Executive Office of 
Elder Affairs (EOEA) and Federal Administration on Aging (HHS). The COA provides social services, 
health services, nutritional programs, transportation, financial and legal consultation, intergenerational 
programs, and educational programs that address the social, emotional and health needs of Winchester's 
elder citizens. 


The COA is located in the heart of downtown Winchester, housed in the Jenks Center. 


Mission/Strategy/Audience 


MISSION STATEMENT 


The mission of the Council on Aging is to promote the total well being of Winchester Senior Citizens. To 
this end the Council must identify the social, emotional and health needs of elder citizens, design 
programs and services to meet those needs, educate the community regarding the issues of aging and 
coordinate the efforts of community agencies serving elders. 


AUDIENCE 


The COA serves all Winchester seniors, numbering 4,359 (per Town Clerk). The COA directs its primary 
efforts to finding those seniors who are frail, isolated, unable to come to the center, and marginally 
functioning at home. 


Organization 


The COA consists of 11 Winchester residents appointed by the Board of Selectmen for 3 year terms. 
They oversee the COA Administrator, who manages 2.6 additional program staff. 


Strengths /Opportunities 


e Community Support. Winchester's COA benefits from having community support. The unique 
partnering of state and local government funds with local non-profit monies enable the COA to 
work in a quality facility and provide more services than a number of other towns that rely solely 
on state grant monies. 


e People are a key asset to the organization. The board and staff are passionate and committed. 
The organization relies heavily on volunteers, most of them healthy seniors between the ages of 
60 and 90. 


e Resourcefulness. The COA has been successful at providing self-funded educational programs 
that enhance services at no additional cost to the Town. 


OPPORTUNITIES 


e Long Range Planning. The COA would benefit from a departmental long-range plan and a 
forum for inputting its goals into a broader Winchester long-range plan. Although the COA has a 
small dollar impact on the Town budget, its programs serve the needs of a significant population 
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segment in the town. (See the letter in the FACTS library describing the COA Administrator's 
views on the future face of Winchester's seniors.) 


e Extending Program Reach. The COA wants to reach more of Winchester's frail senior citizens 
with its services. Statistical projections from the EOEA indicate that Winchester has more fragile 
seniors than the 412 served by the COA last year. The COA plans to achieve greater reach 
through: 1) strengthening liaisons with health agencies, the hospital, and the police & fire 
department, 2) creating marketing and public relations programs (using volunteer consultation), 
and 3) publicizing the 5 month old medical transportation program. 


e Program Expansion. The COA would like to provide a Wellness Program to assist seniors with 
chronic conditions and to pro-actively maintain their health, and an Alert Systems Program to 
monitor frail or ill seniors. The COA management is studying models and creative sources of 
funding for such programs. 


e Programs for Healthy, Active Seniors. There is an opportunity to introduce fee-based 
educational programs to Winchesters healthy, active seniors, although the mechanisms for 
implementing this would need to be developed. 


e Grant-Writing. This department could benefit from the availability of a Town grant-writing 
resource. 


e Tax Relief Programs Publicity. The Town and COA could work together to broaden awareness 
among seniors of existing programs for local tax relief. For example, perhaps the Town could 
work with the COA to develop a brochure describing these programs. 


e Interdepartmental Communication. The COA is not presently connected to the Internet or the 
Town's email system. 


Issues/Challenges/Environmental Factors 


ISSUE #1: GOVERNMENT FUNDING/HEALTH CARE SQUEEZE INCREASES LOCAL NEED 


The Council on Aging is serving more people who were formerly assisted by the health care system. 


The Balanced Budget Act of 1997 cut Medicare monies to medical providers and insurers, resulting in 
lesser care (such as shorter hospital stays, shorter skilled nursing days, limited home health services, and 
less available geriatric/psychiatric counseling). Health care workers are also in short supply due to high 
employment and low wages, making it very difficult for some seniors to remain at home. 


Families and seniors are increasingly relying on the COA to assist with long-term care planning, reliable 
referrals and with the social/emotional trauma and adjustment that accompanies serious chronic illness. 


Changing political priorities can impact program government funding. For instance, the Older Americans 
Act has not been re-authorized for years. This is the basis of funding to the Area Agency on Aging which 
in tum funds meal programs, non-medical at home services for seniors, legal assistance and other 
benefits. Legally, those services could be terminated at any time. 


ISSUE #2: NATIONALLY, SENIORS ARE THE FASTEST GROWING POPULATION SEGMENT 


Nationally, seniors are the fastest growing population segment as the Baby Boomers age. The number of 
people 65 and older is projected to grow from the current 35 million to 81 million by the year 2025. 
Eventually, this trend will have a significant impact on the needs of local government. 


Medicine has made it possible for people to live longer, but many have chronic afflictions and are frail and 
in need of service. The COA already manages cases in which a family may have seniors caring for 
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senior parents and middle-agers are caring for two generations of seniors as well as their own families. 
These families are under stress and in need of resources and planning — a role for the COA. 


ISSUE £3: HIGH COST OF LIVING ON FIXED INCOMES 


The COA shares the following perspective. Many seniors live on fixed incomes and feel pressured by 
escalating cost of living and property taxes in Winchester. Many wish to age in place and feel betrayed 
the community is “driving them out." There is an enormous reluctance on the part of seniors to sell their 
homes and leave their community. The needs of these seniors should be further studied and addressed 
in the Town's planning. 


Even wealth doesn't guarantee security, as those who are single and frail are dependent on others to 
function, and may be vulnerable to fraud, neglect and abuse. In these cases, money can not provide 
them with an advocate as they deal with community systems such as health care and they may rely on 
the COA to assist them. 


Benchmark and Measurement 


Data is not available as to how Winchester's COA compares with others across the state. However, the 
department Administrator conveys that strong anecdotal evidence gathered at regional and state 
meetings indicates that many other towns rely just on EOEA grants without financial support from their 
communities. In these towns, EOEA grants support minimal staff and consequently most COA's focus 
only on recreational activities. Winchester receives strong town support (Town Government and WSA) so 
it is able to employ professional staff to provide health and social services to its elders in a top quality 
facility. Winchester is able to spend its EOEA monies to support educational programs, nutritional 
needs, transportation, financial counseling and intergenerational programs. 


The COA requests performance evaluations for all of its programs and feedback from seniors regarding 
its services. 


The COA is required to keep detailed service-delivery statistics to report to the EOEA. The department 
provided FACTS with its latest report of those statistics. It is shown on the following page. 


Current Finances and History 


The COA derives support for its programs and services from three sources: 


e EOEA grant monies fund COA services 


e The private, non-profit Winchester Seniors Association (WSA) provides and maintains the Jenks 
facility and funds recreational programs for seniors. 


e The Town funds 3.6 permanent COA staff, plus approximately $7,000 for the funding of 
Minuteman Senior Services costs (roughly $4,000) and miscellaneous other expenses. 
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Winchester Council on Aging Statistics - Submitted to EOEA 


Services Numbers | Service 
Served Units 

1. General Information 286 1,005 

2. Referrals To Other Agencies 108 190 

3. Referrals From Other Agencies 13 23 

4. Case Management — New Clients 87 145 


This service is the assessment or reassessment of a new client requesting services. 


5. Case Management Continued 141 1308 


This is the ongoing management of client services. It includes setting of goals, planning, coordination 
of resources, monitoring services and evaluation of outcome. 


6. Client Support 151 586 


This refers to counseling 


7. Group Support 58 236 
8. Housing Assists 36 54 
9. Health Screening 40 249 


This includes blood pressure, vision and hearing, stress, diabetes, weight 


10. Other Health Services 38 46 


This includes dressings, nail care, diet, medication review, teaching, medical loan program, file of life, 
diabetic, skin care, exercise programs. 


11. Employment 29 92 
12. Fuel and Utility Assistance 7 11 
13. Home Repairs 29 37 
14. Individual Financial Counseling 65 170 
Financial Seminars 140 4 

15. Legal Consultation 28 28 
16. Congregate Meals 56 3605 
17. Volunteer Transportation 75 780 
18. Medical Transportation 10 30 
19. Education for Community Professionals 120 5 
Programs: Numbers Device 
1. Intergenerational Events 670 21 


2. Educational/Social Events 930 5 
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Current Program Summary 


Social Services. Assessment, planning and case management, emotional support, group 
support, outreach — home visits, advocacy, housing counseling, and home repairs. 


Health Services. Nursing assessments, planning and case management, health screenings, 
health teaching, home visits and medical equipment loan program. 


Nutritional Programs. Hot meals served three times per week. This is provided through 
Minuteman Senior Services a multi-town agency that provides a wide range of services for frail 
seniors. 


Transportation. Rides throughout Winchester and to other communities, including Boston, for 
medical appointments. 


Financial Counseling. Individual counseling as well as seminars addressing entitlements and 
money management. 


Legal Consultation. 
Intergenerational Programs. 


Educational Programs. Among its other educational programs, last year the COA hosted a 
day-long symposium on consumerism. This innovative event featured well-known speakers and 
provided practical information on a topic of concern to Winchester seniors. The strong 
attendance (400 seniors) indicated the positive response to such forums. The COA self-funded 
this event through sponsorships and donations. 


Department Requests 


The COA plans to continue existing services, including educational programs such as the 
successfully run symposium on consumerism. The COA is planning another symposium this fall 
on money management. The department is committed to these programs because the large 
turnout (400 seniors) brings seniors to the center and provides them with education and 
information. 


The COA plans to pursue its goals for Wellness and Alert programs to pro-actively meet the 
needs of seniors, exploring alternate funding of these programs 


One of the COA's goals is increased communication, within the seniors community, between 
town departments and with other agencies. 


The COA recommends expanding the Senior Citizen Community Service Reimbursement Fund 
to include all seniors, regardless of income (similar to Andover's program). In the words of the 
department, "This program not only demonstrates the town's concern over rising property taxes 
but it provides for the Town a cadre of talented workers who put in far more time than the Town 
reimburses. This program is creating very positive feelings between its senior participants and 
the town agencies it serves." 
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Section 19 - Police Department 


Overview 


The Winchester Police Department can trace its origins back to April 13, 1644 and more formally coming 
into its own in 1850, when the Town of Winchester separated from Woburn. 


For the past fifteen years it has been located in the Public Safety Building, on Mount Vernon Street, 
across from the Town Hall. It shares the building with the Winchester Fire Department and Ambulance 
Service. The Police Department has a complement of 37 Police Officers, comprised of a Chief, 1 
Lieutenant in Charge, 3 Line Lieutenants, 4 Line Sergeants, 22 Patrol Officers, 1 detective Lieutenant, 3 
detectives, 1 safety officer and 1 Dare Officer. They provide services to the Town, in part, by manning 15 
ten-hour patrols per day using two platoons of officers working a 4 days on, 4 days off schedule. The 
officers are trained in various aspects of police work and capable of dealing with most law enforcement 
and related situations with which they may come into contact. In situations calling for special services, 
equipment or training not readily available within the Police Department they can call on the combined 
resources of the North Eastern Massachusetts Law Enforcement Council (NEMLEC), of which 
Winchester is a member. Given the ability to access the significant resources of NEMLEC, the Town Of 
Winchester is in a position to cover most any situation normally handled by the Police Department. 


The Police Department interacts with the residents in many ways. They participate in several intra- 
departmental programs, including Ident-A-Kid; Roundtable on Domestic Violence and Multicultural 
Network (RESPECT) and the Winchester Substance Abuse Coalition and Wanderers Program. They tend 
to foster a sense of comfort to the residents. 


The services they provide include: 


e Hourly patrols of the entire Town 

e Law and traffic enforcement 

e Criminal and accident investigations 

e Drug education program (D.A.R.E.) 

e Child Safety Program 

e Assist with fire and medical calls 

e Operate and manage central dispatch center (911 call center) 


e Manage the Auxiliary Police 
Mission/Strategy/Audience 


MISSION STATEMENT 


The Mission Statement listed below was provided directly by the Winchester Police Department. 


The Winchester Police Department has adopted the philosophy of community policing, which is based on 
the premise that the police and community work together to identify, prioritize and solve contemporary 
problems. Our goal is to provide a safe environment regardless of race, religion, ethnicity, disability 
gender or sexual orientation and to dispel any remaining "us against them" attitudes among the police 
and citizens alike. By creating partnerships with the community, where open and honest dialogue 
between the police and the citizens can exist, crime and the fear of crime can be reduced. 
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As we move closer to the 21st century the Winchester Police Department remains committed in it's 
delivery of police services in the most efficient and professional manner possible. We are just beginning 
our venture into cyberspace, but with continued help, support, and participation of the community, we can 
create a horizontal rather than vertical means of communication and exchange of information. 


Central to our mission are the values that guide our work and decisions and help us contribute to the 
quality of life in Winchester. 


Our values are characteristics — or qualities — of work. They are nonnegotiable. Although we may need 
to balance them, we will never ignore them for the sake of expediency or personal preference. We will 
always hold our values before us to teach and remind us, and the community we serve, of our ideals. 
They are the foundation upon which our policies, goals and operations are built. 


To fulfill our mission, we need the support and cooperation of our citizens, elected representatives and 
town officials. We need them to support and provide the quality of service we are committed to under 
these values. 


The men and women of the Winchester Police Department value: 


e Human Life 

e Integrity 

e Laws and Constitution 

e Excellence 

e Accountability 

e Cooperation in Problem Solving 


e Ourselves 


CURRENT AUDIENCE 


The Police Department exists to serve and protect the residents and visitors of Winchester. 


1. They strive to create and maintain a safe and secure environment for all residents and visitors as 
they go about their daily activities, both in their homes, places of work, study and business, within 
the Town of Winchester. 


2. The residents of Winchester can be secure in the knowledge that the Police Department can 
respond with immediacy to all calls, be they police, medical or fire related. They will respond with 
trained personnel. 


3. Under the current administration the Police Department will continue to seek opportunities that 
will allow them to foster and nurture good relationships and partnerships within all age groups of 
the Town regardless of constituency. 
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Strengths/Opportunities 


Strengths 


A knowledgeable and well-trained police and 
civilian staff ready to perform at any time under the 
most trying conditions. 
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Opportunities 


The ability to respond in an effective and efficient 
manner with trained and experienced personnel is 
being pushed to the limit. Recent cost cutting has 
resulted in the elimination of some level of 
protection to the residents. Restoration of funds for 
training may benefit the residents in the longer 
term, especially in the areas of technology. 


A working facility that spawns good working 
conditions and fosters good morale. The current 
facility is well suited to the requirements and with 
proper maintenance should continue to provide 
adequate housing for the foreseeable future. 


Because of the good physical plant the officers and 
staff are encouraged to work more efficiently and 
Seek new ideas from others. 


Internal training programs that cover most areas of 
police and law enforcement work. 


The Police Department has been able to accept 
laptops computers into their vehicles and load data 
into them without the aid of outside vendors. 


Winchester is fortunate to have a motivated group 
of officers. They have the capability and ability to 
operate in-house training programs that would 
otherwise burden the Town with additional training 
costs. 


Having computers in the patrol vehicles offers 
opportunity to share information quickly. This will 
continue to improve as the Town becomes better 
networked with intradepartmental PCs. 


In law enforcement, training is an ongoing process, 
crime trends change, laws change and courtroom 
decisions and procedures continue to influence 
operations. To maintain and expand when 
necessary the Police Department endeavors to 
keep up with such dynamics. 


The personnel has a deep willingness to learn and 
train for the ever changing environment but such 
willingness must be supported or risk erosion. 


An integrated police/fire/ems/911/dispatch proves 
to be cost effective and better serves the 
community. 


Issues/Challenges/Environmental Factors 


As the population ages more emphasis is placed 
on emergency medical services and better 
response times. Patrol officers and new hires are 
now better-trained and equipped to handle medical 
situations. 


Over the last five years the Police Department has been challenged by external conditions mostly beyond 


their control, including: 


e New regulations, both Federal and State 
e Contract labor changes 


e Demographic changes 
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e Changing cost of material 
e Shortage of funds to hire qualified staff 


e Grouped retirement 


Environmental Challenges 


There is more willingness on the side of the Police Department to work with community groups to form 
alliances and partnerships to combat crime and expose abuses formerly kept discreetly quiet. Such 
partnerships now involve the School Department at all levels, the Health Department, Parent to Parent 
and various other grass root based groups. 


The State and Federal Fire Arms Statues have created a new burden in terms of administrative 
functions as well as investigative functions. Such changes have imposed a burden upon the Police 
Department while allowing no change in staff or budget. The FID (fire arms identification) card has 
become renewable along with more stringent requirements. The Police Department must now perform a 
more in-depth investigation, the new state Sex Offender Registry will also greatly impact our civilian and 
town personnel all adding burden without budget and personnel subsidies. 


It is now highly recommended by the MCJTC State Training Council that the Towns meet a minimum 
training level for all police personnel. The Police Department is mandated to undertake such training. 
They are barely meeting minimum training needs while specialized training is almost non-existent. 


Labor contract negotiations have resulted in personnel having more time off, but the budget hasn't been 
funded to support the change. The result is less police coverage available. But the Police Department 
is innovative to such an extent that it has been able to keep the level of protection and safety to the 
Town at a reasonably acceptable level. 


The increase in youth population, elderly, working families, traffic, mobility and good economic 
environment has caused an increase in law enforcement and related activities to such segments. 


We have seen an increase in "high tech" crimes, such as email threats and solicitation for illicit services. 
Such change has caused increased activity for the police department, including a growing need for new 
training. 


The Police Department is undergoing a transitional personnel change, whereby they are facing a higher 
than normal turnover in personnel due to eligible retirements. Such retirements come with related 
expenses, both for retirement and new personnel. 


Benefits are negotiated and granted by the Town but not always funded appropriately. The Police 
Department has been working around such issues for years, but careful attention should be applied 
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What new challenges will face the department over the next five years as a result of changing external 
conditions? 


Environmental Challenges 


Technology, both internally and externally. The Police Department has to train staff and be aware of 
external crime trends. Keeping up with technology and how it affects criminal and related activity is an 
enormous challenge. 


An ongoing challenge is continued level operations and training. 


Continually identifying new crimes and equipment. The Police Department is constantly looking at new 
and innovative law enforcement equipment. The challenge is to fund the purchase of specialized 
equipment and related training while crime is on the upswing. 


Benchmarks/Measurements 


It is the opinion of the Police Department that they do more with less, i.e.: they do more with the available 
overtime than the communities with which they are traditionally compared to. They were formerly 
compared to: Lexington, Stoneham, Melrose, Wakefield, Wilmington, North Andover and Andover. They 
do not try to emulate other departments. 


The Police Department inputs on-the-scene law enforcement information into patrol car computers unlike 
our surrounding communities. Winchester Police are proud that they can make the 4 X 4 time schedule 
work. 


They appear to have learned how to maximize overtime funds. 


Additionally, Winchester successfully participates in STARS (School Threat Assessment & Response 
System), WSAC (Winchester Substance Abuse Coalition, Computer input programs, and maintains 
extremely good working relations with the police unions, 


In September of 1992, the Police Department became computerized. No clerical staff was added 
because the officers themselves immediately began inputting their own information. In 1998 they began 
installing laptops in the patrol vehicles enabling officers to make reports in the field and obtain other 
police information without going through dispatch. Also, in the 1990's we see implementation of 
Community Policing, a mountain bike patrol unit and participation in the NEMLEC SRT, a special 
operations/tactical unit. Compared to our benchmark towns, Winchester appears to have come close to 
maximizing its investment in law enforcement. 


Police Force Comparison to “NEMLEC” Communities 


Community Pop. /(Rank)* Sq. Mi./(Rank) | Officers(Rank)* County 
* 
Andover 29,151 (9) 31.10 (2) 46 (10) Essex 
Arlington 45,000 (5) : Middlesex 


Bedford 12,996 (22) 13.73 (14) 26 (20) Middlesex 
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Billerica 37,609 (6) 25.46 (5) 58 (6) Middlesex 
Chelmsford Middlesex 
Dracut 20.84 (10) 33 (18) Middlesex 
Groton 7,511 (26) 32.54 (1) 12 (25) Middlesex 
Lawrence 70,207 (2) 6.75 (22) 102 (3) Essex 
Lowell 103,439 (1) 13.38 (15) Middlesex 
Melrose 28,150 (10) 4.73 (25) 44 (12) Middlesex 
Methuen 39,990 (5) 22.41 (8) 72 (4) Essex 
No. Andover 22,792 (15) 26.63 (4) 33 (17) Essex 
No. Reading 12,002 (23) 13.26 (16) 25 (22) Middlesex 
Pepperell 10,098 (24) 22.19 (9) Middlesex 
Stoneham 22,203 (17) 6.03 (23) 36 (16) Middlesex 
Tewksbury 27,266 (11) 20.70 (11) 47 (8) Middlesex 
Tyngsborough 8,642 (25) 16.86 (13) 21 (23) Middlesex 
Waltham 57,878 (3) 12.7 47 (9) Middlesex 
Wakefield 24,825 (13) 7.35 (21) 145 Middlesex 
Westford 16,392 (21) 30.25 (3) 26 (21) Middlesex 
Wilmington 17,651 (19) 17.08 (12) 40 (13) Middlesex 
Winchester 20,268 (18) 5.90 (24) 37 (15) Middlesex 
Woburn 35,943 (7) 12.86 (17) 66 (5) Middlesex 
Total: 782,145 448.29 Sq. Mi. 1285 Officers 


() Denotes Ranking Among Member Communities 
* Population Based On 1990 Federal Census 
** Sworn Positions 
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Overtime Comparison 


Town Population Sworn Officers! Overtime/ 
(Per 1,000 pop) (Per Officer) 
Winchester 20,500 37/(1.8) $ 153,210($4,141)** 
Stoneham 22,500 39/(1.7) $ 270,000/($6,923)** 
Reading 23,500 40/(1.7) $ 196,102/($4,902)** 
Belmont 25,600 53/(2.0) $ 233,671/($4,408)** 
Lexington 31,885 52/(1.6) $ 327,288/($6,294)** 
Concord 19,500 35/(1.8) $ 172,000/($4,914)** 


** = Includes overtime for fire/police dispatch 
Average Overtime budget for comparison Towns =$ 239,808 
Winchester's Overtime budget is approx. 37% less than average 


The Police Department has historically compared itself to the towns listed on the chart above. With that 
as a guide, and overtime per capita as a measure, it is clear Winchester allows the least amount of funds 
for overtime. From observations made of the Police Department operations while researching this report, 
it would appear they accomplish more than adequate performance for the amount of overtime funds 
available to them. Observations did yield some concern that specialized training is all but absent from the 
Police Department programs. As new technology brings new crime fighting and law enforcement 
equipment into the Police Department, adequate training for the use and implementation of such 
equipment should be considered. 


With a federal guideline of 2 officers per 1,000 population, it would appear Winchester is below such a 
standard, however, only one town (Belmont) meets the guideline. The Police Department has suffered 
manpower shrinkage over the years. The shrinkage coupled with a $50,000 reduction in overtime and a 
reassignment of manpower due to the dynamics of elements that directly and indirectly influence 
operations, has brought the force to an all time low. There should be some concern if manpower is driven 
lower, as to whether they can continue to provide adequate and acceptable law enforcement coverage for 
the Town of Winchester. 


Organization 


Below is shown the current organization chart for the Police Department. Because of the changes in 
manpower over the years, they propose to make several major changers to how they are run. 


The proposed organization chart takes into consideration the expected retirements and better utilizes 
existing staff. If the Police Department remains as currently staffed, they will implement the changes over 
the next two years. 
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Current 2000 Police Organization 


Chief of 
Department 


Lieutenant in 
Charge 


Lieutenant 
Prosecutor and 
Investigations 


3 Detectives 


Sergeant 


Lieutenant 
Emergency 911 


Lieutenant 
Open Position 


Sergeant 


5 Patrol Officers 


un 


6 Patrol Officers 


Lieutenant 
Dispatchers 


Sergeant 


6 Patrol Officers 


Proposed 2001 Police Organization 


Chief of 
Department 


Lieutenant in 
Charge 


Lieutenant 
Training 
5 Patrol Officers 


Safety Officer 


D.A.R.E. Officer 


Dispatch Officer 


Animal Control 


Clerical 


Lieutenant 


Prosecutor and 
Investigations 


3 Detectives 


Lieutenant 


3 Sergeants 


Lieutenant 


3 Sergeants 


5 Patrol Officers | 


6 Patrol Officers 


6 Patrol Officers 


5 Patrol Officers 
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Current Technology/Infrastructure Model 


Currently the Police Department is using older model PCs in the Station House coupled to six slightly 
newer laptops in the patrol cars. The average age of the computer equipment is approximately 4 years. 
Keeping the computers working and training new and current users in the software is an ongoing problem 
of some substance. When the systems are working operations go smoothly. 


The dispatch hardware and software is in the process of being upgraded. Funds have been appropriated 
and equipment committed. The complete package should be completely installed and working before 
2002. 


The regional radio system needs up dating. It is showing outward signs of fatigue that manifests itself in 
the form of ongoing costly repairs. The radio system is important to how well the base station and police 
supervisors stay in touch with the patrol officers working outside the office. Because of the geographical 
and topographical features of Winchester, radio relay stations are needed to provide adequate coverage 
to all sections of the town. Some sections currently suffer from poor reception causing delays in getting 
information from patrol officer to base station. 


The inventory of personal protection equipment is limited. The protective body armor now in use, which 
each patrol officer should wear, is being asked to serve beyond its life expectancy. Likewise SWAT 
equipment is lacking - for example, riot guns are not available to officers in cruisers. 
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Current Finances and History 


Historical Financial Summary 


2001 Bud. 


Revenue 
User Fees 
State Aid 
Federal Aid 
Contributions/Donations 
Grants 
All Other 


| Total Revenue | |  40000| 36,000] 61,750] 61750] 61750 | 


Expenses 
Personal Services 
Other Expenses 
Equipment 


Town Contribution 


(Includes 
Overtime) 
Staffing Plan (Headcount) | Avg Salary 
(Pos 1) 1 Chief 
(Pos 2) 5 Lieuts. 
(Pos 3) 4 Sgts. 
(Pos 4) 3 Detectives 
(Pos 5) 24 Patrol Offs. 
(Pos 6) 5 Dispatchers 
(Pos 7) 2 Clerks 
(Pos 8) 


1 Cust/Dog Ctch 
(Pos 9) 1 Park. Warden 
(Pos 10) 10 Sch. Traf. 
All Other 


= N 
O>>NOIAO0OAD> 


(Item 1) Cruisers (2) 57,000] (3) 75,000} (1) 27,000} (2) 55,000} (2) 52,000} (3) 70,250 
(Item 2) Comm.Console 55,630 92,000 
(Item 3) Laptop 6,000 6,000 

(Item 4) Cpu update Hardware 12,600 

(Item 5) Radio System  |Cmparator 13,000 

(Item 6) Portable radios 5,500 5,500 
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2001 Bud. 


(Item 7) Radio System  |Sat. Rev 
(Item 8) Radio System  |Repeater 
(Item 9) 


(Item 10) 
All Other 


[Total capital Spending |__| 74100 80,900 35,000  65,900| 113/630| 162250] 


Current Program Summary 
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Program Financial Summary 
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Program Description Target Audience | Program Benefits Revenue | Expenses Staff Capital 96 of Rank Mandated 
Budget 
Total 2001 Budget 
Dare Program Grade/Middle Drug/Alcohol Grant/ $48,000 1 officer 1 96 Patrolman | No 
School Youth prevention from a | Personal 
positive police | Services 
perspective 
Clean Start Court diverted | Drug/Alcohol Grant $2,000 1 officer .005% Detective | no 


youth 


testing & prevent. 
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Overview Auxiliary Police Department 


The Auxiliary Police Department was established prior to WWII as a Civil Defense Unit. Over the 
intervening years it has become an effective part of the Police Department. lts purpose is to assist the 
Police Department with traffic, crowd control and other major events, such as Town Day. Not being 
sworn officers, they do not have police powers except when accompanied by a sworn officer. The 
Department supports them with uniforms and some equipment. They serve as un-paid volunteers and 
perform their duties at the request of the Department. They do receive some training from the 
Department. In-house personnel provide training. New applicants must attend the Reserve Academy 
sponsored by the Mass. Criminal Justice Training Council at no expense to the Town. 


Page 19-14 FACTS Committee Report 


Organization of Auxiliary Police 


Chief of 


Department 


Lieutenant in 
Charge 
L 
bo] 


5 Aux. Patrol 


Officers 


4 Aux. Patrol 


Officers 


Department Requests 


OPPORTUNITIES TO IMPROVE THE CURRENT PROCESS: 


The following recommendations take into consideration growth in both population and advancements in 
technology over the next ten to fifteen years. 


Add one patrol officer - The Department is endeavoring to staff 15 patrol positions per day. To 
accomplish this task the Department requires 30 patrol officers. They currently have 29 officers assigned 
to the Patrol Division, leaving a vacant assignment in the schedule. They are currently trying to support 
this assignment with available overtime. Filling this vacancy would allow them to divert available overtime 
funding to filling more patrol assignments when officers are away from duty for vacation, personal time, 
illness, injury or training. The cost of adding one sworn patrol officer is approximately $50,000 per 
annum. 


Add One Prosecutor - Prior to the cut backs of F/Y-'90/91, the Department had a fulltime Prosecutor. 
Every court day the Department has hearings, arraignments, pre-trial conferences and trials, in which 
they must be represented. As a result of the F/Y-'90/'91 cut backs, the Prosecutor position was eliminated 
and the court work was assigned to the Detective Division. This puts a strain on the ability to properly 
conduct follow-up investigations within the Detective Division. Conversely, this also creates a lack of 
continuity in the handling of court matters. Adding a full-time prosecutor would add approximately 
$50,000 per annum and free up a detective to deal with law enforcement matters. 


Patrol Overtime - A large part of the Department's overtime budget is committed to: court appearances, 
follow-up investigations, Fire/Police/EMS Dispatch, training, miscellaneous administrative needs and 
Animal Control officer (Dog Catcher). What remains is used to replace Patrol Officers when they are away 
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from duty for vacation, personal days, illness, injury or training. The overtime funds available allow them 
to be replaced about 3596 of the time. As mentioned above, the Department is attempting to staff 15 
patrol positions per day but, because of the shortage in overtime funding, they can only staff an average 
of 13.5 patrol positions per day, thus providing less than adequate levels of emergency patrol coverage 
for the Town. As a result, the Patrol Division is more reactive than proactive. 


Overtime Training — About $35,000 per yr. is used for training 36 officers (minus Chief). Approximately 
$15,000 goes to the three officers assigned to the Tactical Patrol Force/Special Operations Unit for their 
monthly training sessions and call outs. Such training meets the Departments commitment to NEMLEC. 
This leaves approximately $20,000 to provide training for 36 officers. 


Currently most training has to be accomplished on an Off-Duty basis. The average cost of an overtime 
hour is approximately $36.00. This provides for approx. 10 to 15 hours per year of additional training per 
officer. Most of the available funding is used for annual firearms training and re-qualifications. Any 
additional specialized training such as, Defensive Tactics, Interviewing & Interrogation, Crime Scene 
Investigation, Motor Vehicle Accident Reconstruction, Domestic Violence, Patrol Procedures, Officer 
Safety, etc, is almost non-existent. This means officers responding to certain calls may not be trained in 
effectively discharging such matters, thereby putting both the officer and the other persons safety and 
well-being in the balance. 


Cruiser Replacement — The Police Dept. has 13 vehicles to maintain. They rotate replacement of the 
vehicles at the rate of two vehicles one year and three the next and so on. This replacement program 
helps reduce maintenance costs and down time. About 99% of the time new vehicles are placed into 
service as marked primary response vehicles (patrol cars). These vehicles run 24 hours per-day. 


It is paramount to the Department's mission that the Patrol Officers have the best equipment the Town 
can provide, as their ability to respond to emergencies is limited by their equipment. Cruiser downtime 
impacts negatively on the ability of the Department to perform their mission and also creates inefficient 
deployment of manpower, i.e., when a cruiser is down the patrol officer previously assigned may not be 
able to complete his tasks within the allotted shift time. 


After a year or two on the front line, the newest vehicles are rotated to the support staff, i.e., Detectives, 
Animal control, etc. One could also point out that other department Heads in Town are driving used 
cruisers. It has not been proved that such "handing down" of vehicles is the most economic and efficient 
manner in which to provide vehicles to other Town departments. When new vehicles for the Police 
Department are purchased, what are traded-in are seven or eight year old vehicles from the various other 
departments. Such a program increases the cost of new cruisers but ensures that the original purchase is 
maximized to its fullest. 


To better increase the availability of cruises the Police Department would like to increase its fleet to 14 
vehicles. Currently, the three, day shift detectives usually engage in mutually exclusive tasks, with only 
two unmarked vehicles for their use, which constantly creates a conflict in their ability to complete their 
mission. Some missions don't get completed on a timely basis. Such results are not always tolerable in 
police work. 


The addition of another vehicle could be accomplished if the Town would commit long range to the 
rotating two — three - two program, already implemented but not adhered to. 


Building Maintenance — The Public Safety Building is approximately 16 years old. Unfortunately it is 
already showing design flaws, especially in the Dispatch/Shift Commander/Reception area. But the 
Department is determined not to let the building deteriorate from neglect. The part-time custodian keeps 
the building fairly clean with the assistance of some outside help in general maintenance such as 
painting, waxing and minor repairs. 
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The Police Department relies on the Town's Maintenance Department to assist, but because of cuts in 
that department they have limited resources, which translates into absence of simple preventive 
maintenance. The building is in dire need of carpeting, the roof is leaking - causing related damages and 
should be repaired before the costs increase beyond a reasonable level, damaged ceiling tile should be 
replaced and the heating and air conditioning systems are in need of enhancements. In short, a simple 
preventive maintenance program funded now may save the Town money in the long run. 


Radio System Maintenance — The Town's Radio Officer maintains the radio/communications systems. 
This person is also a full-time Fire Fighter. He is not only responsible for maintaining the Police 
communications system, but also the Fire Departments communications and Fire Alarm System, the 
DPW and the Dispatch Center. 


The Department believes it is important for the Town to maintain it's own system and not rely on 
expensive outside vendors. The Town generally has been very responsive to equipment needs, but in an 
effort to keep costs down, the responsibility for installation and major repairs has been placed upon this 
same Radio Officer. As a result, projects get behind or are left undone for too long a period of time. The 
Radio Officer does make extraordinary efforts to keep up with daily maintenance, but when purchases are 
made for larger projects and updates, additional funds for assistance in the installation of the equipment 
should be considered. 


Civilian Dispatch — The Police/Fire/EMS Dispatch is staffed with civilian personnel. It is located in the 
Police Department, under the supervision of the Police Shift Commander. What is somewhat unique 
about a combined dispatch function is that when the Police Department is busy, it doesn't always mean 
the Fire Department is busy. But when the Fire Department is busy, this always creates activity for the 
Police Department. Any motor vehicle accident, medical aid or working fire needs the assistance of the 
Police Department Dispatch, which quickly becomes very busy. 


Approximately 95 96 of all calls coming into the Police and Fire departments go through dispatch. The 
dispatchers handle thousands of calls per week, are required to dispatch police, fire and EMS units and 
log in all the activity. As it is a combined dispatch it must be staffed 24 hours per day. Because the 
dispatchers dispatch Police, Fire and EMS, they presently work their 8 hr. shift (and on many occasions 
16 hr. shifts) without benefit of generally accepted relief standards 


Our present budget provides approximately 12 hours per week for a second dispatcher that provides 
some relief to the on duty dispatcher. Additional coverage during the day and early evenings would give 
the on duty dispatcher more tolerable working conditions, which meet generally, accepted standards for 
fostering enhanced performance. 
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Section 20 - Fire Department 


Overview 


The members of the Winchester Fire Department are dedicated to serving the community in order to 
minimize the loss of life or property as a result of fire, medical emergency or other disaster. 


Mission/Strategy/Audience 


The members of the Winchester Fire Department work together, with the support of the community, to 
provide a safe environment for its residents, neighbors, and visitors. Fire suppression, rescue, and 
medical services are the most critical emergency functions performed by the department. Fire Department 
employees also actively participate in the community through fire prevention programs (inspection and 
permitting) and fire education programs (e.g. School “Safe” program). 


Challenges/Opportunities 


The FACTS Committee found the fire department to be both extremely well managed and tightly 
budgeted. The department's most valuable resource is its personnel. In fact, approximately 9096 of the 
2.6 million-dollar budget is devoted to personnel expenses. There are 44 firefighters in the department, 
and the department is organized into four shifts manning two stations. If this manpower level is to be 
maintained, there simply is not a lot of room to maneuver on the expense side of the fire program in this 
town. 


The Department would like to add four firefighters, returning to staffing levels (48) which pre-dated 1989 
layoffs. "Minimum manning” in Winchester has become the norm, not the exception. Winchester currently 
operates with “minimum manning" over 90% of the time. The goal of this staffing increase would not be 
to increase the town's minimum manning standard (minimum manning standard would remain at 9) but it 
would allow the department to operate at greater than perceived minimum manning (ten or more 
firefighters on duty at any one time) approximately 6596 of the shifts, and it would give the Chief more 
flexibility to cover for leaves and vacations the rest of the time. 


Benchmarks 


The frequency of required fire suppression services has diminished significantly in the past fifteen years -- 
due in part to more frequent smoke detector installation and other effective fire prevention measures. 
This is a national as well as a state and local trend—civilian fire deaths in 1999 were at their lowest level 
since World War Il. Massachusetts ranks 28" in death rate per capita among the fifty United States 
(ranked highest to lowest). Our 1999 death rate of 13.1 deaths per million in population due to fire places 
Massachusetts well below the national average of 18.8 deaths per million. Winchester, because of its 
well-educated population and relatively low stock of multiple unit housing, ranks even better than most 
towns in Massachusetts in numbers of fires per capita. 


While the number of fires per year in Winchester has decreased markedly over the past 20 years, it is 
unlikely that fire suppression activity will decrease further. And, because the Town of Winchester has a 
significant senior population, the number of ambulance runs has risen sharply over the years just as the 
number of fires has decreased. In the most recent 5-year period, the number of medical responses by the 
Fire Department has doubled. The Fire Department thus has increased its emphasis on emergency 
medical services in order to meet the needs of the community. 
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The Winchester Fire Department already compares favorably with Belmont, Hingham, Cohasset, 
Lexington and Stoneham in terms of number of firefighters per 1000 in town population. Belmont, a town 
that has a similar land area as Winchester and 5096 more fire alarms and ambulance runs per year, 
employs only 18% more firefighters. Andover, which is five times the land mass of Winchester, and which 
has 50% more fire alarms per year and 150% more ambulance runs per year than Winchester, employs 
only 68% more firefighters. 


Our fire department staffing may not be ideal, but for a town that is faced with many difficult choices due 
to Proposition 275, neither is it wildly unrealistic. In the absence of increased revenues, the department's 
much sought after staffing increase (see below) may be a luxury that the Town of Winchester simply 
cannot afford. 


Issues/Challenges/Environmental Factors 


e Equipment - The Winchester Fire Department budget for equipment has been level funded for 
the past several years, not even meeting inflation as reflected in the CPI. This level funding for 
equipment puts both the firefighters and the citizens of Winchester at risk. The lack of adequate 
funding to upgrade tools and equipment, such as gear and protective clothing, adversely impacts 
the safety of the firefighters. It has resulted in the department's inability to replace outdated or 
worn materials, and its inability to purchase new materials as fire protection technology improves. 


e Technology - Modern fire reporting and administration software is required to upgrade the 
Winchester Fire Department's current system. The 15-year-old McDonnell Douglas software 
presently used is wholly inadequate for its purposes and represents a major impediment to 
progress. The department is currently evaluating software for records and operational 
management as well as emergency dispatch. A proposal for new and modern software is 
expected to be prepared for the Spring 2001 budget cycle. 


e 911 response - This function is performed by civilian dispatchers, supervised by the Police 
Department, with cross training of personnel by the firefighters. Due to the rise in town 
ambulance runs, 911 dispatchers are stretched too thin; the Town may need to consider staffing 
the dispatch center with two employees per shift rather than one. Dispatchers are trained to stay 
on the telephone line until the fire department (ambulance) arrives in order to give life saving 
advice to callers. However, often times this is not possible due to the volume of calls. 


e Staffing Levels - The Chief believes that a minimum staffing of 9 firefighters per shift (total, both 
stations) is necessary to meet OSHA and NFPA standards, as well as to maintain or improve the 
town's rating for purposes of homeowners insurance. It is very difficult to keep 9 firefighters on 
duty at all times with a complement of only 44 in the department, because firefighters must be 
called in beyond their scheduled work days to cover for others who are absent. One side effect of 
keeping the staffing level at 44, however, is increased reliance on overtime. The department is 
currently spending approximately $150,000 per year in overtime; this number may reach 
$180,000 in FY 2001. 


The Fire Chief would like to return the department to pre-1989 staffing levels (48 firefighters). 
One benefit of this personnel increase is that it would reduce reliance on costly overtime. The Fire 
Department Chief estimates that he could reduce this overtime budget by close to $80,000 by 
adding 4 new firefighters. The cost of 4 new firefighters would be gross $200,000 (approximately 
$50,000 per FTE, all in) but net $120,000 after deducting the overtime savings. And, adding 4 
firefighters at a net cost of $120,000 might be a wise course of action in order to improve the 
town's insurance rating, which is currently scheduled to be reconsidered in 2002. 


Finally, if the Town added paramedics, there could actually be a net zero impact on the budget. 
At present, there is only one certified paramedic among the firefighters at the department. When 
an ambulance run calls for advanced life support (ALS), the civilian 911 dispatcher radios 
Armstrong Ambulance for backup. The patient is billed directly by Armstrong Ambulance. If 
Winchester had 8 paramedics on its firefighting staff, it could provide ALS level of ambulance 
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support “in house,” thus capturing close to $100,000 more in ambulance revenues per year with 
no necessity for outsourcing. So, the net cost of adding 4 new firefighter positions, assuming that 
the Town follows a preference for paramedic hiring with all additional and replacement hires over 
the next three years, might be actually close to zero, when overtime savings and increased 
ambulance revenues are factored in. 


Union Contract - The Town's contract with the firefighters calls for up to 5 weeks vacation, 2 
personal days, 15 sick days, and in service training, depending on level of seniority. This 
generous leave policy puts a great strain on the overtime budget. Additional vacation time and 
personal days reflected in the contracts have not been compensated for with additional 
manpower, which increases the town's reliance on overtime expense. At the same time that the 
Town has chosen not to increase firefighter staffing due to the immediate short term budget 
implications, it has chosen to gradually increase the generosity of its leave policies in its union 
contracts. If personnel levels are not going to be increased, the Town may wish to cut back on 
this leave policy during the next contract cycle, in order to stem the rising tide of overtime 
expense. 


Department Requests 


Add four firefighters (see above). 


Hire Paramedics. Ambulance revenues (presently $123,000) could be doubled if we did not 
outsource Advanced Life Support to Armstrong Ambulance. All new hiring over next three years 
should be approached with a preference for paramedics. |f that is done, by FY 2003 the 
department may be able to provide in- house ALS service. 


Increase budget for Equipment. 
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Section 21 - Public Works 


Overview 


The Public Works Department is one of the largest and most complex of Winchester's service agencies. 
It is responsible for constructing and maintaining all of the town's infrastructure including: roads, sewers, 
school buildings, town buildings, public spaces, the cemetery as well as overseeing trash removal and 
water distribution. 


The Department of Public Works ("DPW") is the Town's "factory", the place where physical things get 
done, where trucks, pumps, plows, valves and machines are used or repaired. The DPW mows grass, 
gets rid of trash and is called when there is a flood or when a fuse blows. It is the Town's maintenance 
department. For budgeting purposes the DPW is divided into the following 8 different categories, or 
"functions", which are described below: DPW Administration, Water and Sewer, Maintenance-Highways, 
Fields and Public Spaces, Maintenance-Buildings, DPW-Garage, Transfer Station, Snow and lce, and, 
finally, Cemetery. 


Administration 


OVERVIEW 


The Department of Public Works Administration budget is an accounting convention that appears in the 
annual Town Budgets to recognize expenses for overseeing and administering all the various DPW 
"programs": snow and ice removal, the Transfer Station, building, highways and landscape maintenance, 
etc. The DPW Administration figure in last year's budget was approximately $160,000 for two managerial 
and two clerical employees. In addition, approximately $125,000 in Administration expense was allocated 
to the Sewer and Water area, recognizing the expense of such administrative tasks as sending out the 
water bills. 


MiSSION/STRATEGY/AUDIENCE 


The DPW Administration accounts have no real reason to exist as separate budget items except for the 
sake of convenience and efficiency in accounting procedures for the Town Budget, a particular area on 
which the FACTS Committee is unprepared to comment at this time. In one sense it would be consistent 
with the FACTS Committee's mission of making the Town's accounting more "transparent" to insist that 
these administrative expenses be strictly allocated to the programs that generated them. But in another 
sense, keeping the overall administration of the DPW in one budget item recognizes that the DPW is 
more than the sum of its parts. DPW may be divided into separate programs, but it also has the 
overarching mission of keeping the Town's physical plant running. There are synergies among the 
various programs that should be recognized: the Cemetery's brush cutter is loaned to the Woburn DPW, 
which reciprocates in various ways to other Winchester DPW departments; the welder at the Garage 
helps out at the Transfer Station; the Transfer Station's front-end loader is used all over Town ---- the 
examples could go on, but the point is that a centralized administrative function is necessary to make 
sure that all the various parts of the DPW are working together for the overall good of the Town. 


Water and Sewer 


OVERVIEW 


The Water and Sewer function of the DPW is the largest operation on the Municipal side of Town 
Government, with a budget of approximately $5 million per year. Winchester has two sources of drinking 
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water: the Middlesex Fells reservoirs and the MWRA aqueduct system. The Town constructed a 
Treatment Plant to filter the reservoir water at a cost of $5.3 million in 1996. We are in the final stages of 
a $4.6 million project to clean and re-line water pipes and repair the mains that deliver both reservoir and 
MWRA water. The Sewer operation consists of seven lifting stations that transport waste to the MWRA 
treatment system. 


MiSSION/STRATEGY/AUDIENCE 


The purpose of the DPW's Water and Sewer Department is to provide the citizens of Winchester with a 
reliable supply of clean potable water, and to dispose of their sanitary waste, in a manner that complies 
with all applicable governmental regulations, in the most cost-efficient manner possible. 


STRENGTHS/OPPORTUNITIES 


e Sound Financial Planning The Water and Sewer operation is one of the Town's success 
stories, involving foresight and prudent financial management. In 1987, a master plan for the 
Town's water and sewer needs, the Weston & Sampson Report, was presented to the Town. It 
called for major investments in a Treatment Plant and rehabilitation of the Town's pipes and other 
infrastructure. Essentially all the recommendations of that Report have been implemented, and 
have been paid for by a mixture of increased water rates and long-term debt. 


e “In-house” Maintenance Capabilities There are 13 union employees and 3 managers in the 
DPW's Water and Sewer function, down from almost twice that number 20 years ago. Almost all 
mechanical and maintenance work is done by these Winchester employees, which enables this 
Department to provide quick and effective response to service breakdowns, some of which 
involve public safety issues. While specialized work on such things as valves and motors is 
performed by outside contractors, Winchester appears not to rely on such contractors as much as 
some other municipalities. However, the FACTS Committee has the impression that this is a 
strength, and that reducing the headcount in this Department and further relying on outside 
contractors would not be cost-effective, especially in terms of the lower level of service that would 
be provided. Direct comparisons to other towns is very difficult because water costs are handled 
in very different ways in different municipalities, and some of them appear willing to accept lower 
levels of service. A low level of service can also lead to increased costs, since every extra drop of 
water put into the sewer system leads to higher MWRA charges. And Winchester is somewhat 
unique in that it actually operates its own reservoirs. On balance the FACTS Committee believes 
at this time that the strong "in-house" capability of the Water and Sewer Department is a plus for 
Winchester. 


e Winchester controls a portion of its water supply Winchester is fortunate in that a significant 
portion of its water supply comes from local reservoirs and is thus exempt from many of the 
MWRA's onerous charges, which are really an indirect tax designed to clean up Boston Harbor. 
This results in significant savings to the Town. The Town Manager and DPW are actively 
pursuing the possibility of gaining access to an additional reservoir, Spot Pond, which would 
result in even additional savings. 


ISSUES/CHALLENGES 


e Rates FACTS did not have the opportunity to review Winchester’s water rates in comparison to 
other towns in order to gauge the efficiency of the Water and Sewer Department; the issues 
involved with MWRA policies, differing cost structures, water sources and pricing philosophies 
make this an area of truly daunting complexity. We have an overall impression that our water 
rates are reasonable when compared to benchmark towns (if the term “reasonable” can really be 
applied to any municipality within the MWRA district), but the work on this area must be left to 
FACTS' successors. 
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e “land I" (Inflow and Infiltration) A major challenge for any Water and Sewer operation within 
the MWRA District is the concept of “I and |’, which basically describes all the water that leaks 
into the MWRA's treatment system. The Town is charged for such leaked water just as though it 
was actual sewer waste. The principal sources of these leaks are storm runoff, broken pipes and 
improper connections to the sewer system (for example, sump pumps or drains that vent into 
sewer lines). Dealing with “I and |” is a major, constant, ongoing task for the Water and Sewer 
Department. At the present time the MWRA is providing subsidized loans to fund the Town's 
efforts in this area, but it is clear that in the near future the Town will be faced with paying for “I 
and |” on its own. As stated below, there are substantial issues involved with future investments in 
Winchester's water system that must be explored by the FACTS' Committee's successors. 


e Future Capital Outlays The FACTS Committee is informed that substantial capital expenditures 
on the water system (removal of lead service connections; replacement of valves and iron water 
services), as well as major investments for the sewer function (to reduce “I and l'--inflow and 
infiltration, and to upgrade lifting stations) will be required in the fairly near term. The DPW was 
unable to supply the FACTS Committee with any detailed information in the time available, but 
this is clearly an area that should be given the closest attention by the Finance Committee or 
whatever body takes up where the FACTS Committee leaves off. 


ENVIRONMENTAL AND POLICY ISSUES 


e Regulations The Water and Sewer Department appears to be knowledgeable about state and 
Federal regulatory matters. The Water Treatment Plant was built in response to EPA and other 
requirements for cleaner and more sanitary drinking water. However, regulatory compliance is a 
“moving target” and the only trend for regulatory expenses is upwards. 


Maintenance (Highways, Fields and Public Spaces) 


OVERVIEW 


The Maintenance function of the DPW is responsible for maintaining the Town’s entire infrastructure other 
than its buildings. Street signs, roads, sidewalks, parks, and playgrounds—all fall within the purview of 
DPW Maintenance. This is the largest non-Water section of the DPW, with a headcount of 26 and a 
budget of approximately $1,000,000. The largest single responsibility of the Maintenance function is the 
Town’s roadways, which consist of approximately 18 miles of major roads (36’) and 72 miles of minor 
roads (26’). 


The scope of this function has been greatly reduced in the last twenty years--since 1980 this department 
has been cut approximately in half. It would be accurate to say that Proposition 2 Y has had its greatest 
effect on the DPW Maintenance function; it no longer engages in such tasks as road building, bridge 
repair, or garbage or leaf collection. But while the DPW has reduced the scope of services that it 
provides, some of the “slack” has been taken up by private organizations: developers now build their own 
roads and give them to the Town; private donations underwrite the new park on Wedge Pond; the soccer 
and baseball organizations subsidize playing field upkeep; traffic islands are “adopted” in exchange for a 
modest advertisement. But some of the “slack” has consisted of simply ignoring necessary routine 
maintenance, resulting in decaying infrastructure, which means deteriorating highways, sidewalks and 
playgrounds. 


MiSSION/STRATEGY/AUDIENCE 


The mission of the DPW's Maintenance program is to maintain all of the Town's roads, infrastructure and 
property (other than its buildings) in a safe and legal condition, in a manner that is cost-effective and in 
the long-term interests of the Town of Winchester. The audience for this service is every citizen of 
Winchester who uses our parks, fields and playgrounds, and anyone who travels on Winchester's 
roadways. 
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STRENGTHS/OPPORTUNITIES 


e A Routine Road and Sidewalk Maintenance Program will produce significant savings over the 
long term The Town needs to create a list of priorities and plan routine maintenance of its roads, 
sidewalks and other public facilities so as to save significant sums of money over the long term. The 
figures associated with roadways make this clear. Roads that are not maintained last 7 to 10 years-- 
roads that have regular routine minor maintenance last 10 to 15 years. Maintenance procedures cost 
anywhere from $1.00 to $6.00 per square yard; reconstructing a road costs $16.00. These figures 
clearly illustrate how failing to maintain roadways on a regular, planned basis result in significantly 
increased costs to the Town. 


e Communication. The department would like to improve communications with the public to gain a 
better understanding of the work that is done to maintain the Town's infrastructure. The Town's DPW 
Maintenance workers are conscientious, resourceful and entrepreneurial and have made the most of 
the resources they have been given. 


ISSUES/CHALLENGES 


One of the most striking findings of the FACTS Committee is that there is no program in existence for 
routine maintenance of the Town's roads and sidewalks. The only thing that determines how many miles 
of roadway are worked on in any given year is the amount received from the State's highway aid fund, 
referred to as Chapter 90. The DPW maintains a priority list of streets that are most in need of work, but 
the only purpose of this list is to determine the order in which streets are worked on, not how many miles 
of roadways are maintained each year. That is because Chapter 90 is the only source of funds for 
road maintenance in Winchester. So if Winchester receives $270,000 in Chapter 90 funds in a year, 
then $270,000 of highway maintenance is performed. If Winchester receives $270,000 and a new truck 
and front-end loader must be purchased that year for $170,000, then only $100,000 of roadway 
maintenance is performed. Were Chapter 90 to be suspended because of the Big Dig, then no work 
would be done on Winchester's roads. 


This sole reliance on Chapter 90 is not a rational way to maintain Winchester's roads and sidewalks for at 
least two reasons. First, there is no connection between the State's Chapter 90 amount and the work that 
should be done on Winchester's roads in any given year. The FACTS Committee did not research the 
exact amount that would be needed each year to adequately care for the Town's roadways, but we have 
can reasonably accept the DPW's estimate that the Town should be spending between $500,000 and 
$600,000 a year on its roads and sidewalks. The 5-year historical average for Chapter 90 funds is 
approximately $240,000 per year. The gap between these two figures is the amount of short-term savings 
that will have to be replaced by much larger sums in the future, if the Town is planning on keeping all its 
roadways in good condition. 


Second, relying on Chapter 90 for all our road maintenance means that certain areas of road 
maintenance are overlooked. For example, Chapter 90 funding does not pay for "crack sealing", a 
preventive maintenance task that costs around $1.00 per square yard. Since Chapter 90 does not pay for 
it, it does not get done; but it is very clear that spending $30,000 to $70,000 per year on such tasks 
would result in significant long-term savings to the Town. Relying on State aid as the sole determinant of 
the Town's highway and sidewalk repair is not in the Town's best long-term interest. 


Maintenance (Building) 


OVERVIEW 


The Town of Winchester owns 25 buildings, including schools, with over 800,000 square feet of space. 
The Buildings Maintenance function of the Department of Public Works is responsible for the 
maintenance, upkeep and repair of all these Town buildings and structures except for the Library building. 
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It accomplishes this by employing four skilled maintenance workers; it also provides custodial services for 
the Town Hall with 2 employees. The 2000 Town Meeting approved the hiring of a Facilities Manager, 
who will be responsible for supervising this DPW function, among other things. This Manager position has 
not yet been filled, but interviews are being conducted at the moment. The School Department employs 
25 custodians; the DPW is responsible for maintaining these School buildings but does not directly 
manage those employees. 


MISSION/STRATEGY/AUDIENCE 


The mission of the Buildings Maintenance function of the Department of Public Works is to maintain the 
Town's buildings and other structures in a safe and appropriate condition which complies with all 
governmental regulations, and to do so in a manner that preserves the long-range assets of the Town in a 
prudent and efficient manner. 


STRENGTHS 


e Expertise/Resourcefulness The current employees are skilled and effective, although they are 
understaffed in relation to the tasks they are charged with. There is a great deal of collaboration 
and sharing of resources across Departments, including cooperation with the School Department, 
although this is an area that needs substantial change, as described below. 


OPPORTUNITIES 


e Long Range Planning This is an area that is in dire need of change, and it is expected that the 
hiring of a Facilities Manager will make a substantial difference. There is currently no centralized 
inventory of buildings and their square footage, of facilities such as playgrounds, of equipment 
such as boilers and chillers nor is there a Master Plan that lays out repair schedules for things 
that are already deteriorated (such as the roofs on the Safety Building and the High School) and 
for things that need to be replaced or repaired on a regular basis (such as roofs, boilers, 
underground tanks, etc.) 


e Communication The department needs to communicate more effectively to the citizenry the 
importance of regular expenditures on maintenance and repair, so as to avoid unnecessary 
expenses caused by preventable deterioration of the Town's facilities. 


ISSUES/CHALLENGES 


e Better coordination with the School Department One of the FACTS Committee's most 
significant recommendations is that control and supervision of School custodians should be 
transferred to the DPW. It is simply inefficient to have the DPW held responsible for maintaining 
School Buildings while the School Department supervises the custodians. The FACTS Committee 
is aware that there are union issues involved in transferring control of the School custodians to 
the DPW, but is also informed that these difficulties are not insuperable. 


e Adequacy of resources to face the backlog of maintenance tasks, maintenance of the 
newly renovated School buildings, and increasing safety and other regulations Simply put, 
there is a tremendous amount of work for the Buildings maintenance function to do, and there are 
not enough people to handle the tasks. The newly renovated schools must be maintained so as 
to protect the Town's investment; the school playgrounds' equipment is not currently inspected 
and maintained; there are increasing tasks associated with air quality, asbestos abatement and 
Americans with Disability (ADA) compliance. 
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Garage 


OVERVIEW 


The DPW's Garage function consists of 4 union-member mechanics and one supervisor, who maintain 
and service all Town vehicles and equipment except for fire trucks. The Town has approximately 95 
pieces of equipment, ranging from police cruisers to front-end loaders to such specialized items as street 
sweepers and a "sewer jet/rodder' (which would cost $150,000 to replace). The Garage budget was 
approximately $190,000 for personnel and $110,000 for other expenses in this fiscal year. 


MiSSION/STRATEGY/AUDIENCE 


The mission of the DPW's Garage function is to maintain the Town's equipment in a more reliable and 
cost-effective manner than could be done by purchasing such services on the outside. The Garage's 
mechanics work to keep police cruisers and snow-plows on the roads when needed, and to prolong the 
life of aging equipment such as the Transfer Station's trash-compacting and hauling equipment. 


ISSUES/CHALLENGES 


e As long as the Town operates a fleet of vehicles and a large amount of heavy equipment, it will 
require a “Garage-type” function in the DPW. One challenge will be to maintain a cost-effective 
balance between in-house expertise and outside contractors. Automobiles are becoming 
increasingly dependent on specialized computer equipment that a town cannot repair cost- 
effectively, so the role of automotive repair by the Town will decrease in the future. On the other 
hand, there will be more work done to extend the life of aging equipment. So another challenge 
will be to balance the costs of replacing the Town’s capital equipment on a regular basis against 
the costs of repairs. 


e The 90-odd pieces of equipment that the Garage maintains have an original cost of approximately 
$4,000,000. The FACTS Committee has an estimate that the Town should budget a regular sum 
of approximately $100,000 per year to pay for the real-life wear-and-tear that occurs on these 
items, so as to replace them on a planned and regular basis. Another way to put this is that it 
would cost approximately $100,000 to actually fund the depreciation on the Town’s capital 
equipment. If the Town were to actually replace its equipment on this regular basis, thereby 
reducing down-time and leaving some residual trade-in value, it would also save approximately 
$25,000 in repair costs annually. 


Transfer Station 


OVERVIEW 


The Transfer Station is the name given to the Town’s solid waste operation, otherwise referred to as “the 
Dump", which is located on Cross Street. The Transfer Station exists to receive, process and transport 
trash; it is an enterprise that is distinct from NESWC, the ultimate destination of most of the trash. At the 
Transfer Station 4 full-time union employees and one supervisor send garbage, refuse, lawn debris, 
appliances and all other non-hazardous material generated by Winchester’s households to their ultimate 
destinations, which may include a recycling customer, a private business, a landfill or the NESWC 
incinerator. The Town has abandoned the practice of picking up trash and garbage from individual 
households. 


In exchange for fees, the privilege of using the Transfer Station is extended to Winchester residents, to 
contractors disposing of such residents’ trash, and to outsiders who are willing to pay. Fees are charged 
for these services in an amount that does not cover full costs because the Town has such high disposal 
costs due to the NESWC contract. Currently the Transfer Station sends almost all of its solid trash to 
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NESWC in North Andover, which is an incineration facility holding a contract for the disposal of the solid 
waste from Winchester and the twenty-one other NESWC communities. NESWC involves contractual 
arrangements for disposal of Winchesters trash that were entered into in the 1980's. The Transfer 
Station's fee structures and the NESWC contract are discussed separately in this FACTS Report. 


MiSSION/STRATEGY/AUDIENCE 


The purpose of the DPW's Transfer Station is to receive, separate and otherwise process Winchester 
households' solid waste into a form that can be legally and safely disposed of. The audience for this 
function is all Winchester citizens who rely on the Town to provide the means to take care of their solid 
waste. 


PoLicY ISSUES 


e Capital Equipment Major portions of the capital equipment at the Transfer Station need to be 
replaced in the very near future. First, the “Harvester front-end loader”, which is assigned to the 
Transfer Station but which makes itself useful all over Town, is on its “last legs” and needs to be 
replaced at a cost of approximately $100,000. 


Next, it should be explained that the current method of hauling trash to NESWC is for trash to be 
“rammed” by a “rammer” into one of 5 specialized heavy-duty trailers that are then driven to 
Andover by a Town employee with a “tractor-trailer”. This last piece of equipment is 10 years old 
and has 400,000 miles on it; the trailers are in poor condition; and the “rammer” probably needs 
over $10,000 of overhaul. So at best the Town will likely face significant repair and overhaul 
expenses for these items over the next 5 years. At worst, they will fail completely before the 
NESWC contract expires in 2005, and the Town will be obligated to hire an outside contractor to 
haul to Andover, probably at significantly increased expense to the Town. (The replacement cost 
for these items is prohibitive: $150-200,000 for the tractor, $50,000 per trailer). 


e The future after NESWC As for the post-NESWC era that commences in 2005, the current 
thinking of DPW management is that the Town will contract out the solid waste disposal function 
of the DPW to a private entity. The financial impact of this is uncertain, but the FACTS Committee 
believes that by 2005 the solid waste disposal activities of the Town should be revenue neutral. 


Snow and Ice 


OVERVIEW 


Winchester has approximately 100 miles of roads. The vagaries of New England weather are a matter of 
common knowledge, but for planning purposes the Snow and Ice function of the Department of Public 
Works assumes that there are 4 plowable storms and 12 “sanding events” per year. Winchester is almost 
the only Massachusetts town that relies exclusively on municipal employees to deal with snow and ice; 
virtually every other town in the state includes contractors as part of their weather-preparedness strategy. 
The Snow and Ice budget allots approximately $100,000 per year for overtime for Winchester DPW 
employees, who operate approximately 22 pieces of equipment to deal with every storm or "sanding 
event". The rest of a typical Snow and Ice budget is about $90,000 for salt, sand and vehicle repair. 


MiSSION/STRATEGY/AUDIENCE 


The audience for snow removal is the entire citizenry, and they are watching very closely. How a 
municipality deals with a snowstorm is of critical importance, possibly the most visible task that it 
performs. In Winchester this task is entrusted to the Snow and Ice function of the Department Of Public 
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Works, which, as stated above, relies exclusively on overtime from municipal employees as a means of 
dealing with snowstorms. 


Relying exclusively on Town resources is a strategy that was adopted approximately 10 years ago 
because it saved a significant amount of money. Since that time, the number of municipal employees has 
gone down while the number of vacation, sick and personal days have gone up. The Town is at the point 
where getting through a winter is “dodging a bullet”. It is only a matter of time before a severe winter or 
back-to-back storms , equipment failure or any number of other foreseeable events leaves the Town with 
an exhausted workforce unable to deal effectively with a major weather event. Furthermore, since the 
Town has not been using contractors to help with snow and ice removal, it may be difficult to find such 
contractors on short notice in the event of a major weather event that is beyond the Town's capabilities. 


POLICY ISSUES 


e The Town should utilize outside contractors as part of its weather-preparedness strategy 
The Town is re-considering its strategy of relying exclusively on existing Town employees as its 
only means of dealing with weather events. The FACTS Committee is informed that the DPW in 
now planning on engaging outside contractors to provide assistance during snowstorms and to 
serve as a potential source of additional manpower and equipment during major storm events. 
Based on the 4-storm, 12-sanding event planning projection, it is estimated that this will cost the 
Town an additional $30,000 per year. 


Cemetery 


OVERVIEW 


Wildwood Cemetery was consecrated on September 15, 1852. Ten acres of land had been purchased 
from Gardner Symmes with the “Winchester Fund” (money donated to the Town by the late Colonel 
Winchester in gratitude for having the Town named after him), money that the Town expected to be 
eventually paid back from cemetery operations. Today the Winchester Department of Public Works is 
responsible for operating and maintaining the 75 acres of Wildwood Cemetery, one of the most 
picturesque spaces in Winchester, an area of rolling hills, trees, boulders and veterans’ monuments. The 
Comptroller’s office and the Trust Funds Commissioners are responsible for administering the Cemetery’s 
financial operations, including the various funds and endowments that are associated with the Cemetery. 
In 1980 the Town Meeting established a Cemetery Advisory Committee which now consists of seven 
members. The advisory committee advises the Cemetery Commissioners of Wildwood Cemetery, who 
are also the Selectmen. 


MiSSION/STRATEGY/AUDIENCE 


The mission of the DPW's Cemetery function is to preserve, maintain and beautify Wildwood Cemetery in 
a fashion that demonstrates respect to the generations that have gone before, and to provide an 
appropriate final resting place for Town residents, 


STRENGTHS 


Operating a cemetery is in many ways a unique "business" or "program', involving, as it does, a number 
of personal and emotional issues in addition to selling and maintaining special plots of land. A principal 
strength of the DPW's Cemetery operation is the continuity in personnel and management that enables it 
to provide these services in a professional manner. 


Another strength is the existence of endowments, principally the "Perpetual Care Fund", which gives the 
Cemetery a certain amount of financial stability, and enables the Cemetery operation to engage in long- 
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range planning. Thanks to these funds the Cemetery is able to make the capital investments called for by 
its long-range Plan, and to purchase capital equipment items, such as trucks, which are necessary to its 
operations. 


OPPORTUNITIES 


Long Range Planning. The Cemetery consists of 75 acres, 50 of which are currently developed. 
There is in place a comprehensive planning document, the Carol Johnson Associates Master 
Plan of 1997, which charts the future course of development in the Cemetery. The Town is 
currently in Phase One of this Plan. It is expected that current resources in the Perpetual Care 
Fund, together with future income from plot sales, will be sufficient to fund the steps outlined in 
the Plan for the foreseeable future. 


Fee Structures The department has provided the FACTS Committee with comparisons to fees 
charged by other municipal and private cemeteries. Fee structure recommendations are 
discussed in another section of this Report. It is anticipated that families would be willing, within 
reason, to continue to purchase services from Wildwood Cemetery even if rates approached 
those charged by private cemeteries, if they could be assured that in return they would receive a 
beautiful and well-maintained resting place for their loved ones. 


ISSUES/CHALLENGES 


Philosophy The FACTS Committee believes that the Cemetery operation should become 
revenue neutral as soon as possible. The Committee was unable to estimate the number of 
taxpayers who are currently subsidizing Wildwood Cemetery who will eventually make use of that 
particular facility, but clearly a very substantial percentage, if not the vast majority, will spend 
eternity somewhere else. It therefore seems reasonable to expect this operation to support itself 
from revenue generated from the families actually using the Cemetery. 


Funding and Maintenance There are currently 5 union employees in the Cemetery operation, 
which represents a reduction from previous years. The other divisions of the DPW help out in the 
Cemetery on a regular basis, because the Cemetery is thinly staffed,. But regular maintenance is 
inadequate, particularly at peak work times for other DPW divisions and during summer 
vacations, and there is a particular need for more work on trees and pruning. 


Employee Benefits and Work Rules Some of difficulties in managing the Cemetery operations 
involve work rules on such matters as minimum manning and hours for weekend funerals. It is 
increasingly difficult to deal with seasonal increases in workload (e.g., leaf season and spring 
clean-up) if senior cemetery workers have many weeks of vacation plus numerous other 
authorized absences. 


Secretarial Assistance There is currently only a part-time secretary assigned to the Cemetery 
Department, which means that phone messages from distraught families are sometimes handled 
via message machine. 


Benchmarking Elsewhere in this Report there are comparisons of Cemetery fees versus other 
municipal and private cemeteries, but as yet there have been no direct comparisons of operating 
costs—of personnel levels, for example—to such other Cemeteries. This is a task that should be 
undertaken by the Cemetery department, the Finance Committee and the Cemetery Advisory 
Committee at their earliest convenience. 
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Section 22 - School Department 


Overview of the School Department 


The School Department provides primary and secondary educational services for children living in the 
Town of Winchester, including general education in grades kindergarten though twelve and special 
education for children between the ages three to twenty two. Most of the services are provided by Town 
employees in town owned facilities, but some services, particularly special education services, are 
contracted out and performed off site. Specific services and activities include classroom instruction, 
athletics, extra-curricular activities, and field trips. 


The School Department has the largest budget of any Town Department, and employs the most 
employees. For example, the FY 2000 School Budget was $21,422,460, as compared to $11,807,930 for 
the municipal operating departments (both figures exclude benefits, energy, and capital costs). The 
Schools employed 346 full time equivalent (FTE) employees in FY 1999, while the rest of the Town 
departments employed 209 FTE during the same period. The School Department is by all measures the 
largest department of Town Government: by physical facilities, budget, workforce and daily services 
provided, it is significantly larger than all other Town departments combined. 


THE ACADEMIC PROGRAM AND CLASS SIZE 


The School Department offers a general academic program: 93% of its eligible students took the SAT 
exam last year, and 8296 have plans to attend four-year college. According to the State Department of 
Education, in 1998 95% of all school age children in the Town attended public school. The students' 
Scores on standardized test scores reflect above average performance: The combined average SAT 
scores for Winchester students were 1128, compared to a statewide average of 1009. More detailed 
performance comparisons can be found in the community profile section and in subsequent sections of 
this report. 


Each elementary school provides a K-5 program, organized around classes of 21 students each (on 
average) taught by a lead teacher. Specialists in art and music work with most of the students in each 
building, and specialists in reading and mathematics work with students who require additional services. 
A nurse and a psychologist are available in each grade school. 


The Middle School is organized differently. The faculty and students are organized into "teams" and 
students stay within their teams for both core courses (English, science, math, social studies) and 
exploratory courses (art, music, technology, family and consumer science, and information technology). 
Foreign language is exploratory in 6” grade, and is a core course in the 7^ and 8" grades. Two nurses 
and a psychologist serve the Middle School (part time). Class sizes in the middle school are more 
variable. In FY 2000, the average class size in grade 6 was 21, in grade 7 was 23 and in grade 8 was 25. 
The Middle School served 725 students last year, and enrollment is expected to grow significantly over 
the next few years. 


The High School is organized around mandatory and elective course offerings, such that High School 
students must take certain required courses and accumulate a minimum number of credits to graduate. 
The High School currently offers 162 distinct courses (including both semester and full year courses), 
including art and athletic programs. Class sizes vary substantially in the High School, in part because of 
the variety and types of courses offered. Some high school classes are quite small, serving only 10 
students, while other classes are as large as 35 students (this statistic excludes music courses). More 
typical class sizes are 24-25 in English, 24-25 in Social Studies, 24-27 in Mathematics and 23-24 in 
Science. 
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Eleven Advanced Placement ("AP") courses are offered in the High School, including AP English, 
Calculus, Physics, Chemistry, and Biology. Twenty four percent of all students take at least one 
advanced placement exam. Most academic departments also offer honors courses. Unlike AP courses, 
honors courses do not earn college credit; these courses are, however, more challenging and require a 
more advanced level of work. 


SPECIAL EDUCATION 


One of the most significant programs offered by the Schools is Special Education, sometimes referred to 
as Chapter 766 (after the original state special education law) or “SPED”. SPED is a mandated, defined 
benefit entitlement program. This means that the Town must offer special education services, that the 
level of benefits offered to disabled students is set by law, and that the students are entitled to these 
services without regard to budgetary restrictions set by Town Meeting or the School Committee. 


Special Education regulations require the Town to provide services to children between the ages of three 
and twenty-two who have been identified as having one or more disabilities related to learning. These 
disabilities can include physical impairments (e.g. blindness or deafness), cognitive impairments and/or 
behavioral health problems affecting learning or other disabilities. Special Education services are 
provided in the general education classroom (i.e. a student in a general classroom using special 
equipment or the services of an aide or teacher), in a “resource room” in one of Winchester's own school 
buildings, or in a private facility such as a special needs day school or residential special needs facility. 
The range of disabilities managed under special education can range from minor (e.g. occupational 
therapy for a first grader needing help with fine motor skills) to very extensive (external placement for a 
child with substantial physical and cognitive impairments). Transportation is also a covered service. 


As could be expected, cost is, to some degree, a function of the severity of the disability and the need for 
out of district services and is certainly a function of the number of children who need these services. 
Federal and state laws and regulations, primarily the federal Individuals with Disabilities Act (IDEA) and 
Massachusetts Education Laws, G.L. Chapter 766, mandate Special Education. The federal law 
guarantees free appropriate and education in the least restrictive environment regardless of the disability. 
The statute implies inclusion in the regular classroom whenever possible. lt requires evaluation and 
development of individual education plans (IEP). The state law guarantees free and appropriate 
education in the least restrictive environment with the maximum feasible benefit. Note, the 
Massachusetts Legislature in 2000 abandoned the maximum feasible benefit standard and adopted the 
federal standard of free and appropriate public education, to become effective January 1, 2002. It is not 
possible at this time to estimate the effect of this change in Winchester. 


Special Education regulations require that the Schools determine whether a student has any one or more 
of a defined list of disabilities. If a disability is present and the student is not making effective progress in 
the school, and the lack of progress is the result of the disability, it must be determined whether the 
student requires (a) specially designated instruction in order to make effective progress, or (b) related 
services in order to access the general curriculum. If it is determined that the student is eligible for special 
education, the school must make an evaluation and propose a course of action. If the student's parent is 
satisfied with the school's proposal, it is implemented. If the parent is not satisfied, the parent is entitled 
to an external evaluation, which the school must pay for. The law provides the parents with an elaborate 
appeal process. If the parent ultimately prevails, the school must reimburse the parent's costs and legal 
fees. No such reimbursement is necessary by the parent if the school ultimately prevails. Obviously 
there is significant incentive for the school to compromise and work out an Individual Education Plan. 


Approximately 1296 of the students in the Winchester schools are eligible for special education to some 
degree. The SPED program is responsible for 2296 of the entire school budget. Although federal and 
state law mandates the program, the local school systems are not fully reimbursed for carrying out those 
mandates. State aid provides approximately 19 cents out of every dollar of cost. While per pupil costs 
are difficult to determine with accuracy, it is estimated that each regular education student in Winchester 
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costs $6,200 and each SPED student costs $10,700 (1999 data provided by State Department of 
Education). 


Winchester has a Special Education pre-school program involving both integrated pre-school and 
specialized pre-school. In grades K- through five there are learning centers, specialized learning centers 
and a resource room in each school. Students are integrated into the regular classroom whenever 
possible, which may require a special instructor accompanying the student. In the Middle School and the 
High School there are programs involving psychologists and vocational teachers, a disabilities center and 
clinical counselors. 


If necessary, students are sent out of town to be enrolled in programs that the Winchester schools do not 
or cannot provide. Such additional costs are consistent with state mandates but are not fully funded by 
the state. Transportation alone can cost from $2,000 to $25,000 per year per student. Therefore, the 
Winchester school system strives to provide the broadest range of special education services feasible 
within the district in order to save costs associated with out-placements. This requires significant 
additional training and in some cases additional personnel. . There is an incredible amount of paper 
work involved in maintaining the SPED program, and a significant amount of staff time is devoted to 
planning, evaluation, monitoring and reporting. 


BUILDINGS/FACILITIES 


The Schools operate in seven buildings with a total of 773,084 square feet of space. The oldest building, 
the Lincoln Elementary School is ninety-seven years old. The newest, Winchester High School, is twenty- 
nine years old, although the recently renovated McCall Middle School could now be thought of, in some 
ways, as our newest school building. As is well known in the Town, each and every school building has 
been allowed to deteriorate through the lack of regular maintenance and capital repairs, and major 
reconstruction renovation had been authorized for two of the Schools: the McCall, just completed, and the 
Lincoln, which has just begun. 


Major renovation or reconstruction is currently planned for each of the remaining schools: Ambrose, 
Muraco, Vinson-Owen, Lynch and the High Schools, at an aggregate projected cost, in current dollars, of 
at least $30 million dollars, depending on the amount of work performed at each school. Maintenance of 
School facilities is currently the responsibility of the Department of Public Works, having been reassigned 
to DPW from the School Department. 


Mission and Strategic Plan 
The Mission of the School Department is as follows: 
The Mission of the Winchester Public Schools is to educate students in the values, critical skills 


and essential knowledge necessary to be informed and responsible citizens prepared to take the 
next steps in their education, careers and lives in a diverse society. 


In October of 1996 the Schools started their strategic planning process by sponsoring a “future search” 
conference, at which fifty representatives of the community and schools convened to discuss the future of 
education in the Town. The School Committee in developing its 1997-1998 Strategic Plan used the 
results of that conference. The Plan has seven goals: 

e Communication among administration, parents, students, staff and community 

e Curriculum Development 

e Facilities Improvement and Maintenance 


e Leadership Development 
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e Review and Implementation of System Wide Procedures 
e Reorganization of Professional Development 
e Alcohol and Substance Abuse Education 


Each goal has several objectives, and each objective is broken down into specific activities. There are 
approximately 125 specific activities specified in the plan. The cost of the various activities is not broken 
out in the plan. 


According to the Superintendent's self-assessment of the plan, most of the specific activities are in 
progress, i.e. partially completed, but none of the goals have been entirely accomplished as originally 
defined. It should be noted that some of the Goals, such as Facilities Improvement, would take many 
years to accomplish. The strategic plan does not set out cost estimates for accomplishing the goals, 
objectives or tasks. 


The School Committee is in the process of reviewing and updating the Strategic Plan. The FACTS 
Committee suggests that the plan could be improved by projecting the cost of completing each major 
element of the plan. Further, it might be advisable for the School Committee to develop specific goals 
and objectives applicable to Special Education and Technology, including financial management goals. 


Strengths/Opportunities 


According to the Superintendent, the Strengths and Opportunities of the School Department are as 
follows: 


Internal Strengths 


External Strengths 


Opportunities 


Very competent staff 
Strong policies/procedures 
Student commitment 
Special education services 
Admin Council 


Budget Process 


Strong support from town 
Schools bring homebuyers 
Parental support 

Contacts with other districts 
Collaborative groups 


Availability of comparable data 


Organize endowments 
Communicate w/town 
Community service for kids 
Increased partnerships 
Enhance Collaboration 


Use more data collection 


Use of email 


Support for technology 


Seek more partnerships 


Student achievement 


High standards 


Additional challenge for all 


High student attendance 


Positive relations/police 


Involve more community 


Strong technology base 


Future building projects 


Use "virtual learning" 


Issues/Challenges/Environmental Factors 


The Superintendent identified the following items as challenges for the School Department. 
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Special Education Requirements for Education Plans and inclusion of special needs students in 
the classroom. The Education Department is responsible for educating all students, aged 3 to 22, 
residing in the Town. 


e Since the early 1990's, special education costs for all school systems in Massachusetts have 
been rising rapidly. 


e These increases have “consumed” the benefits of any increase in the state education reform 
monies to each city and town, i.e. the increase in special education spending has been 
greater than additional funding provided by education reform. 


e All of the increases in the teaching assistants and special needs instructors since FY 96 can 
be attributed to students on Individualized Education Plans. 


e The new Individualized Education Plans, to be instituted this fall, will also significantly impact 
the future costs for services, especially in the area of related services for students. 


e The growth in the preschool special education needs in the state is the greatest of all age 
groups. We now have four preschools and a substantially separate program for them. 


According to the Superintendent, the schools will have: 


To continue to create special education programs in house which save money and offer better 
service to the students 


To train more staff members in the strategies of including all students, including special needs 
students, in the classroom 


To involve the Schools in a variety of collaborative programs with other districts that offer more 
services; and 


To continue assisting students with special needs at the preschool age level before their 
problems increase 


In addition to Special Education the schools must comply with other un-funded State mandates from the 
Department of Education including: 


Providing 990 hours of instruction time for all High School students (more work needs to be done 
for the High School to come into full compliance with this requirement). 


Alignment of the entire curriculum with the state frameworks — revisions to the curriculum requires 
both paid teacher time for revisions to the outcomes and curriculum and the acquisition of new 
books and other materials. 


Adherence to the MCAS testing program without additional funding 


Re-certification for all teachers and at no cost or low cost to the teacher. 


Other challenges identified by the Superintendent include: 


Continue to be creative in scheduling at the high school 


Give credits on the salary scale for teachers to work on curriculum during the summer and school 
year 


Offer our own courses and use our own staff for staff training 

Link up with nearby colleges for graduate credit for teachers 

Continue to make facilities improvements 

Continue to meet contractual obligations contained in collective bargaining agreements 


Pay the increasing cost of instructional materials 
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e Keep up with changing instructional methodologies and associated costs of training and materials 
e Increasing enrollment/demographic changes, mandating increased staffing 
e Early retirement, and the associated challenge of hiring new teachers 


e Shortage of qualified teachers and administrators, especially science and math teachers 


Comparison to Other Towns or Benchmarks 


The following sections of the report compare our schools to five other communities: Acton, Belmont, 
Cohasset, Newton and Stoneham, as well as with state averages, on a number of measures relating to 
performance and cost. 


School Performance Measures 


School Performance can be measured in several ways. The following tables compare Winchester's 
performance to five other communities and to state averages on the MCAS Examination for grades 4, 8 
and 10. The MCAS is a series of comprehensive examinations given in the fourth, eighth and tenth 
grades. The MCAS has sections on Mathematics, Science & Technology and English at each of the 
three grades. Grade eight also includes History & Social Science. The state scores students taking the 
exam into four categories: advanced, proficient, needs improvement and failing. An average scaled score 
is also calculated for the district. The tables below compare Winchester to five other districts on the FY 
1999 MCAS, showing the percentage of students in each category of achievement. Students who failed 
by virtue of not taking the examination are not included in the table; therefore some of the results may not 
account for all students (i.e. the percentages may not add up to one hundred). The minimum score on the 
MCAS is 200 and the maximum score is 280. All MCAS charts are derived from State Education 
Department data. 


Grade 4 English Language Arts (All Students) 


District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 2 41 55 2 239 
Acton 3 49 47 1 241 
Belmont 1 38 58 2 238 
Cohasset 0 31 64 5 235 
Newton 4 45 48 3 240 
Stoneham 2 24 67 7 234 
State 0 21 67 12 231 
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Grade 4 Mathematics (All Students) 

District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 40 33 25 1 251 
Acton 36 33 27 4 249 
Belmont 39 32 24 5 249 
Cohasset 18 36 39 8 242 
Newton 40 32 23 4 251 
Stoneham 9 25 54 11 235 
State 12 24 44 19 235 

Grade 4 Science & Technology (All Students) 

District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 18 64 17 1 248 
Acton 30 61 9 0 252 
Belmont 17 60 20 2 247 
Cohasset 12 58 29 1 244 
Newton 26 57 16 1 250 
Stoneham 11 52 35 2 242 
State 10 46 36 8 240 
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Grade 8 English Language Arts 
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District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 9 74 15 2 247 
Acton* 11 73 14 2 248 
Belmont 9 69 19 3 246 
Cohasset 9 66 19 7 243 
Newton 10 72 14 4 247 
Stoneham 11 73 12 5 247 
State 3 53 31 12 238 

Grade 8 Mathematics (All Students) 

District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 22 49 20 9 245 
Acton* 28 45 20 6 247 
Belmont 15 44 26 15 240 
Cohasset 12 40 37 11 240 
Newton 32 36 19 12 246 
Stoneham 13 31 38 17 236 
State 6 22 31 39 226 
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Grade 8 Science & Technology (All Students) 
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District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 10 45 28 16 242 
Acton* 12 45 30 13 240 
Belmont 20 33 23 24 238 
Cohasset 3 41 32 24 232 
Newton 13 39 27 20 237 
Stoneham 13 41 28 18 238 
State 5 23 27 44 224 

Grade 8 History & Social Science (All Students) 

District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 2 20 54 25 228 
Acton* 1 14 59 26 227 
Belmont 4 28 45 22 232 
Cohasset 0 20 60 20 229 
Newton 2 28 49 21 231 
Stoneham 3 18 47 32 228 
State 1 10 40 47 221 


Page 22-10 FACTS Committee Report 
Grade 10 English Language Arts (All Students) 

District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 14 46 24 10 240 
Acton* 13 60 18 9 244 
Belmont 21 50 24 5 246 
Cohasset 29 53 15 3 251 
Newton 15 45 25 15 240 
Stoneham 10 48 30 12 240 
State 4 30 34 31 229 

Grade 10 Mathematics (All Students) 

District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 25 30 21 17 240 
Acton* 35 26 22 17 245 
Belmont 29 27 23 20 243 
Cohasset 38 21 26 15 246 
Newton 27 24 23 24 239 
Stoneham 8 21 30 41 227 
State 9 15 23 50 222 
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Grade 10 Science & Technology 
District Advanced Proficient Needs Imp. Failing Avg. Score 
Winchester 5 39 35 14 234 
Acton* 11 42 36 11 238 
Belmont 12 43 32 12 239 
Cohasset 15 36 41 8 241 
Newton 6 37 34 21 234 
Stoneham 1 24 49 25 229 
State 3 21 39 34 226 


Note: Grade 10 scores do not sum to 100 due to the number of students who failed to take the exam. 
*Grades 8 and 10 scores are for Acton Boxborough Regional School 


Another measure of performance is the Scholastic Aptitude Test (SAT). 


Officially, this is a test of a 


student's readiness to do college level work, not a test of achievement. Nevertheless, if one function of a 
High School education is to prepare a student for college, the SAT scores can be seen as a measure of 


school performance. 


Scholastic Aptitude Test Results (1999) 


District Winchester Acton Belmont Cohasset Newton Stoneham State 
Verbal 551 578 568 563 581 520 504 
Math 577 596 590 551 607 504 505 
Participati | 93% 90% 92% 96% 90% 81% 67% 
on Rate 


Source: State Dept. of Education 


Another possible measure of our schools is the performance of students on the advanced placement 
examinations that can qualify students to receive college credit based on high school work. 
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Advanced Placement Test Performance and Participation (1997) 


District Winchester | Acton Belmont | Cohasset | Newton | Stoneham State/ 
National 
Percent of 8996 9396 9496 7996 9496 8596 7196/6696 
Exams Scored 3 
or higher 
Participation 24% 27% 20% 33% 30% 10% 11%/na 
Rate 


Source: State Dept. of Education 


Performance in the lower grades can be measured by a test of reading skills. 


lowa Grade 3 Reading Test, 1999 - Percentage of Third Graders in Each Category 


Pre- Basic Proficient Advanced Participation Rate 
Reader Reader Reader Reader 

Winchester 3 12 29 56 99% 
Acton 1 9 27 59 96% 
Belmont 1 11 33 50 95% 
Cohasset 2 15 41 41 99% 
Newton 0 6 30 57 94% 
Stoneham 7 22 44 26 100% 
State 5 22 37 31 95% 


Source: State Dept. of Education 


These performance measures certainly show that Winchester students perform well above state 
averages. Some statewide comparisons, such as MCAS scores in the elementary grades, place 
Winchester among the very best school systems in the Commonwealth. By some other measures, 
Winchester school performance is above average but not elite. 


Enrollment and Enrollment Growth 


The following chart shows the annual change in enrollment for each year from FY 1993 through FY 1999, 
along with the total percentage growth and the average annual enrollment growth. The categories of 
average growth, above average and low growth were set by the state Department of Education. 
Winchester, as an average growth town, has experienced growth at slightly less than the state average 
(1.9% annually versus 2.36% for the Commonwealth. The Town lags well behind Acton and Belmont, with 
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3.91 and 3.68% annual growth, respectively. Stoneham, a “low growth” town, has experienced only 
0.79% annual increases in enrollment, well below the State average. 


Town Growth Category FY93  FY94  FY95  FY96  FY97  FY98  FY99 Total Avg Annual 
Growth Growth 

FY93-FY99 FY93-FY99 

ACTON Above Avg Growth | 3,183| 3,293| 3,373) 3,481| 3,588| 3,721] 3,930 23.47 3.91 

BELMONT Above Avg Growth | 2,842| 2,910| 3,164| 3,168| 3,197} 3,297| 3,469 22.06 3.68 

COHASSET Average Growth 1,080} 1,071} 1,072| 1,145| 1,150| 1,173} 1,247 15.46 2.58 

NEWTON Average Growth 9,332} 9,638| 10,258| 10,392| 10,556) 10,301} 10,865 16.43 2.74 

STONEHAM Low Growth 2,005! 2,586} 2,634| 2,659| 2,682| 2,730| 2,770 4.73 0.79 

WINCHESTER |Average Growth 2,752| 2,825| 2,890| 2,939| 2,984| 3,015| 3,066 11.41 1.90 

STATEWIDE 820,452|836,468|860,295|879,469|901,874|918,553|936,732 14.17 2.36 


Source: State Dept. of Education 


The percentage of school age children enrolled in a public school can be seen as a measure of the 
public's confidence in the school system. Of course, some parents may elect a private school education 
for reasons that do not reflect on the educational quality of schools. Nevertheless, comparative 
information gives another perspective on the performance of the schools. 
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Percentage of Children Attending Public School (1998 and 1995) 


District | Winchester | Acton Belmont Cohasset Newton Stoneham 
1998 95 97 89 90 82 91 
1995 90 97 90 91 84 92 


Source: State Dept. of Education 


Information developed by the EFPBC suggests that the percentage of children enrolled in public school is 
higher in the elementary grades, and decreases as children move through the system. The FACTS 
Committee has not confirmed this information. The public schools do not collect detailed information on 
private school enrollment in the Town, and do not seek out information on why parents may elect to place 
their children in private school. 


The following table summarizes special education enrollment: 


1994 1995 1996 1997 1998 1999 2000 
Children with 383 522 495 342 367 421 460 
Individualized Ed Plans 
FTE's 95 156 134 98 95 120 108 
Outside Placements 28 28 27 31 35 36 33 
FTE's 


Source: Winchester Department of Education. FTE is a measure calculated to indicate intensity of services provided 


Comparative School Spending Measures 


The Department of Education requires each school district to report spending information in a 
standardized format, and reports so-called fully integrated costs for each school district in the 
Commonwealth. The following table shows Winchester's costs in FY 1999 as compared to five other 
towns and to the state average for regular day, special needs, bilingual education and occupational day 
education. These cost figures include expenses that Winchester accounts for under the municipal 
budget, but which support school operations and therefore will not be the same as the expense figures 
based only on the school's accounts. Note that Winchester, like most of the other districts, does not have 
reportable bilingual or occupational day costs. 
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Comparative Costs of Education FY 1999 ($'s) 


Regular Special Occupation 

District Day Needs Bilingual alDay Total Day 
CTON 4,645 9,656 5,681 
BELMONT 5,630 10,073 6,448 
COHASSET 6,061 11,862 6,921 
NEWTON 7,067 14,121. 13,637 5,749 8,507 
STONEHAM 5,165 10,342 6,066 
WINCHESTER 6,202 10,739 7,113 
STATE AVERAGE 5,481 10,502 7,430 9,415 6,684 


Source: State Dept. of Education 
A significant input cost for general education is teacher salaries. The state has published comparative 


salary ranges on the Department of Education Website for 1999. Winchester's salary range, while higher 
than the state average, is neither the highest nor the lowest for the selected communities. 


Teacher Salary Ranges - FY 1999 ($'s) 


Winchester Acton Belmont | Cohasset Newton Stoneham State 
Minimum 29,255 30,600 30,132 27,893 32,037 28,154 27,387 
Maximum 61,643 65,126 63,045 59,044 66,922 51,583 52,037 


Source: State Department of Education 


It should be noted that the School Administration uses the following communities for benchmarking 
salaries: Acton-Boxborough, Concord-Carlisle, Lincoln-Sudbury, Newton and Brookline. Comparison with 
these communities yields a similar result: Winchester pays more than some, and less than others. 


Benchmark and Measurement Issues 


The measurement of educational performance is both complex and controversial. Quantitative measures 
in the form of standardized test scores, such as the MCAS, SAT and others are readily available. These 
measures are typically used to compare school systems and assess their relative performance. Some 
people argue that these measures do not capture all of the objectives of a well rounded high school 
education and that other evaluation methods, such as portfolio reviews, should be used to fully evaluate a 
child's educational attainment. However, these measures do not readily allow comparisons between 
school systems, and are arguably less objective than standardized tests. 


Another point of view is that while standardized tests may provide important information concerning a 
child's achievement, the level of achievement is strongly influenced by factors that are outside the control 
or influence of the schools, such as innate intelligence, the value a family places on learning, and the 
influence of peers. Historically, better-funded schools have been operated by communities with higher 
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Socioeconomic status, making it unclear whether strong school performance is a measure of the schools, 
the communities that operate them or the funding provided to the schools. 


Cost comparisons are more straightforward. The average cost of regular education is a function of 
teacher salaries, average teacher seniority (a district with more experienced teachers will incur higher 
costs), class sizes and teacher workload (the total number of students assigned to a teacher in middle or 
high school), and the availability of extracurricular, sports and other programs for students. The cost of 
special education is a function of many additional factors, including the distribution of children with severe 
needs who require intensive services, the availability of special education services within the district (in 
order to avoid the cost of out-of-district placement), the disposition of special education appeals filed by 
parents and the others. The FACTS Committee has not identified a source of data for comparing the 
effectiveness of special education services that adjusts for the needs and disabilities of the students. 


Current Organization 


The School Department is under the control of the School Committee, a five-person board elected directly 
by the voters, and the Superintendent, a full time administrator hired by the School Committee who is the 
"chief executive" of the Schools. She appoints all professional (tenured) and non-professional staff, and 
is the liaison between the School Committee and Town government. She evaluates the principals and 
the central office administrators, hears grievances under labor agreements, approves staffing patterns for 
the schools and facilitates communication among the School Committee, administrative staff, principals, 
parents and students. 


The Central Office also includes an Assistant Superintendent, a Business Manager, a Director of 
Educational Technology and a Pupil Services Administrator. The Director of Technology oversees three 
FTE technicians. The Central Office budget also accounts for director/coordinators in the various 
programs run by the Schools: art, science, foreign languages, English, math, business education, family 
& consumer science, social studies, technology, music, guidance and physical education. These are part 
time positions, accounting for between 0.5 and 0.1 FTE each, and amount to 3.5 FTE's total. The 
director/coordinators holding these positions also have other roles within the school system, working 
directly in the schools providing services to students. 


There are seven principals in the system (high school, middle school and five elementary schools). They 


are supported by two assistant principals in the high school and by one assistant principal in the Middle 
School. 


School Department Total Staff 


FY 1997 FY 1998 FY 1999 FY2000* FY 2001** 
Administration 4 4 5 5 5 
Tech Support 2 3 4 
Principals/Asst. 9.6 9.6 10 10 10.1 
Teachers*** 230.1 238.5 245.2 248.5 258.3 
Nurses 5.5 5.5 5.5 5.5 6.5 
Instructors 17.5 27.6 28.6 
ESL Tutors 1 1.5 
Aides 33.3 32.4 31.4 44.5 43.7 
Clerical 24.1 25.7 25.6 24.1 23.9 
Custodial 23 23 23 22.5 22.5 
Total 329.6 338.7 346.6 360.2 370 
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Source: School Administration 

* Based on FY 2000 Approved Budge 

** Based on FY 2001 Budget Request 

***Includes personnel in addition to lead classroom teachers 


Full time teachers achieve professional status, i.e., tenure, after three full years of employment. No other 
category of school personnel is tenured. 


Being under the control of the independently elected School Committee, the School Department enjoys is 
largely autonomous from the municipal side of Town Government, which operates under the control of the 
Selectmen. The School Department is also the only Department that is not strictly bound by "line item" 
budgeting, as the School Committee has the authority to move funds between line items without the 
approval of Town Meeting. Accordingly, the Town Meeting appropriates a “bottom line" budget to the 
Schools and the School Committee has the authority to manage its budget during the course of the year. 


The School budget is developed by the Superintendent in consultation with the seven principals and the 
central office staff, subject to line item review and approval by the School Committee. The approved 
budget is integrated into the proposed Town wide budget by the Town Manager, usually with a bottom 
line reduction in order to allow the sum of the municipal budget and the school budget to balance with the 
initial estimates of total town revenue and state aid. 


The Assistant Superintendent reports to the Superintendent. The Assistant Superintendent is 
responsible for the development, implementation and evaluation of curriculum. He coordinates the 
supervision and evaluation of professional staff other than principals. He supervises student services, 
assists with community relations and assists with hiring processes and procedures. He also coordinates 
professional development and grant programs. 


The Business Manager reports to the Superintendent. The Business Manager's job includes the design 
and implementation of a financial management system that links to the Town's accounting system. She 
is also responsible for overseeing technology support systems, including networking, hardware, and 
applications. She also oversees custodial services, student transportation and the food service program, 
and negotiates contracts with non-professional personnel. She is responsible for building rentals and 
communicates with the DPW on building maintenance issues. She develops bid specifications and 
oversees procurements for the schools in cooperation with the Town Manager's office. 


The Pupil Services administrator reports to the Assistant Superintendent. She has system wide 
responsibility for goals, policies and practices for special education and other student services. She is the 
primary advocate for students entitled to special services under state and federal law, and is a liaison to 
all student service teachers, coordinators and principals. 


The School administration by necessity duplicates certain aspects of the Town's administrative structure. 
However, as noted above, the Schools and municipal departments compete for a finite annual revenue 
pool. This competition is played out through a process of separate budget development, the reduction of 
the School budget by the Town Manager's office, and the reconciliation of the two budgets by the Finance 
Committee. Sometimes this reconciliation process occurs on the floor of Town meeting, or is delayed 
until final or near final state aid numbers are available though the Commonwealth's own budgeting 
process. In some years this process goes smoothly; with increasing frequency, however, it has been 
difficult. 


Another consequence of this division of authority and responsibility under one budget is the level of 
coordination and communication between the Schools and Municipal Departments. The Selectmen and 
the School Committee are politically independent of each other. The Town Manager and the 
Superintendent are separately appointed, and can be seen as equals, each with their own sphere of 
action and influence. This suggests that, other than in the budgeting process, the Schools and Towns are 
independent of each other. This is not the case, however. 
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For example, the Town Manager is the chief procurement officer from the entire Town, including the 
Schools. The Comptroller oversees and records all Town expenditures. All purchase orders, including 
those for the Schools, must pass through the Comptroller's office. The Comptroller exercises oversight 
over all revolving funds, including the Schools' revolving funds. The Comptroller's office oversees the 
financial management system for the entire Town (at least at the macro level), but the level of integration 
between the School Financial Management System and the Town's is less than complete. The 
procurement and purchasing processes are paper intensive, and are not automated. The Schools are 
also dependent on the Department of Public Works for building maintenance and on the Police 
Department for the use of crossing guards for students walking to and from school. The Town 
Manager's office oversees the energy budget for all Town functions, including the schools. 


In short, there are ample opportunities and need for the schools and municipal departments to work 
together. In many ways, large and small, there is effective cooperation between them every day. 
However, it also is apparent that the communications and financial processes could be improved to the 
benefit of both. 


Communication 


The Schools face a big challenge in communications. They must communicate with the parents of their 
3,400 students, with 370 School Department employees, with the Town at large, with many offices of the 
Town government, with state officials who regulate the schools, and with others. As previously noted, 
communication is a major goal of the School's strategic plan. 


According to her July, 2000 status report on the strategic plan, the Superintendent has made efforts to 
communicate with staff through regular reports, by having central office administrators serve as substitute 
teachers and by attending more meetings with teachers. Community education efforts have included a 
newsletter, meetings with the local newspapers, and presentations with local groups such as Advocates 
for Quality Education. Each school sends a newsletter to parents, and parent teacher organizations and 
school councils meet regularly in each school. 


While much has been done to promote communication, more outreach to the community is needed. 
Indeed the Superintendent's assessment of the progress of the strategic plan clearly indicates that many 
of the communication goals have not yet been achieved, and that more efforts are needed in this area. 
This might include increased use of the web site and related tools for communication with parents, 
community members and students, an improved community newsletter and other media tools. 


Public hearings conducted by the FACTS Committee have indicated an interest in more accessible 
financial and operating information concerning the schools. The Schools should consider developing, in 
consultation with the Finance Committee, a set of reports that could be regularly provided to the Finance 
Committee, the Town Meeting and the public that would explain the finances, internal operations and 
status of the Schools. Such reports should include a budget-to-actual reconciliation that discusses any 
re-allocations of funds made by the School Committee during the year and a narrative of the reasons 
such changes were made. These and other reports could improve the citizens' understanding of the 
Schools. 


Finances 


The FY 2001 School Budget is set at $22,846,415. The School Budget does not include capital 
maintenance for school buildings (reflected in the DPW Budget and in the Capital budget), energy or 
personnel benefit costs (both of which are part of the undistributed budget) or crossing guards (in the 
police budget). 


The FACTS financial profile team developed a database showing all education department expenditures 
over nine years, using data extracted from the Town's financial management system. Some of that data 
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is summarized in the Financial Profile sections of this Report, showing in particular the trends in special 
education spending that have been particular drivers of the education budget. 


In order to more fully analyze the education budget, the FACTS Committee performed a more detailed 
analysis of the financial database for the four-year period from FY 1997 through FY 2000. This analysis 
demonstrated that special education costs are the most rapidly increasing element of the budget. 
Secondarily, the education department has increased spending on curriculum development, teacher 
training, and technology implementation, all reflected in the central office accounts. Compared to special 
education, general education expenses for teachers and specialists have increased more modestly, 
although cost and staffing increases can be observed in some schools. The most important discretionary 
policies of the School Committee are class size, in the elementary schools and technology deployment. 


Total education expenditures (including special education) increased from $16,831,259 in FY 1997 to 
$21,049,384 in FY 2000, or roughly $4.2 million for a 2596 increase. Special Education (Pupil Services 
less counselors and nurses) increased from $2,623,945 to $4,368,067, or approximately $1.75 million or 
approximately 40% in four years. Put another way, while special education increased 40% in four years, 
the rest of the budget has increased by $2.47 million, or only 1796, in the same four-year period. 


The FACTS Committee reviewed the Education spending accounts comprising special education, and 
found that cost increases were reflected in several accounts. For example, the accounts for SPED 
teachers and SPED teacher specialists increased from a combined $856,000 in FY 1987 to a combined 
$1.58 million in FY 2000. Instructional aide expense increased from $163,000 to $281,000. Tuition for 
out of district placements went from $618,000 to $1.19 million, while transportation costs went from 
$233,000 to $330,000. Almost every SPED cost center showed significant increases during the four-year 
period reviewed. 


The FACTS Committee sought out comparative data in order to determine whether Winchester's 
experience with rapidly escalating SPED costs was unique. Winchester belongs to a consortium of 16 
cities and towns known as EDCO. Earlier this year, EDCO presented a report to the legislature on 
special education costs. The data in the EDCO reported included the following information: 


e From FY 1991 -2000, Special education enrollment has grown only 15.8%, as opposed to 
general enrollment, which increased 20% over the same period. However, special education 
preschool enrollment increased 4496 over that period. This suggests that pre-schoolers with 
disabilities are increasingly being enrolled in special education programs. 


e Per pupil costs for special education went up 42% from FY 1990 to FY 1998 


e Special education total costs are rising more than twice as fast as regular education costs, 
increasing 90% over a ten-year period, while general education costs rose 44%. 


Winchester's experience, as described in the EDCO report, is a bit different, but follows these trends 
generally. Unlike some communities, in Winchester, the total number of children on education plans is 
flat over a ten year period, but preschool special education enrollment is up 5296, meaning that the 
special education population is younger, and probably in need of more intensive services. Per pupil costs 
have risen 68% over nine years ending FY 1998, and total spending on special education is up 112% 
over the ten years ended in FY 1999, while regular education costs increased only at 30% over the same 
period. If anything, our special education costs have gone up faster than the other EDCO communities, 
while our cost for general education rose less. Clearly, special education is consuming a rapidly 
increasing part of the total education budget, and is also acting to constrain municipal expenditures, as 
well. 


The Massachusetts legislature recently enacted amendments to the special education law, including 
changes in eligibility requirements and a change in the standard of educational services from Maximum 
Feasible Benefit (MFB) to “Free and Appropriate Public Education (“FAPE”). While press reports have 
created the expectation that this change will lead to large savings, the evidence to support this conclusion 
is mixed. A report by McKinsey & Company commissioned by the state legislature estimated that the 
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change from MFB to FAPE combined with other restrictions on eligibility would reduce statewide special 
education enrollment, but the estimate of the reduction varied from between 2,200 students (1.396) to 
35,000 students (2196). The new law will not take effect for two years, and some of its savings are likely 
to be offset by other amendments to the special education law that were made at the same time. For 
example, certain eligibility guidelines for students requiring only therapy services were relaxed, making it 
easier for those students to receive special education services. Any estimate of savings resulting from 
recent changes in law should be regarded as speculative. The prediction and management of special 
education costs is the primary financial management challenge facing the School Department 
today. 


Special education was not the only cost center showing increasing costs, however. The Central Office 
and System Support Accounts showed increases in software costs, computer repairs, computer supplies, 
curriculum supplies, professional development, professional services and "other supervisory" costs. 
According to the Superintendent's office, most of these expenses were incurred in order to implement 
new information technology and to update the School's curriculum in light of changing state standards. 


Direct general education costs, that is, the costs directly allocated to the operation of the seven school 
buildings, grew much less quickly than did special education costs. For example, the expense of teacher 
salaries in the High School actually declined in the last four years, from $2.7 million in FY 1997 to $2.4 
million in FY 2000. While this reduction was offset by increases in Teacher Specialist costs in the High 
School, the combined costs of Teachers and Specialists in the High School barely increased over the 
four-year period. 


The relatively modest increases in direct general education costs were confirmed by an analysis of the 
costs allocated to each school building over this period. To adjust for accounting changes, the costs of 
nurses, counselors and substitutes were added back into the totals (these costs had been shifted to other 
cost centers during the measuring period). Adjusted school costs increased only 10% from FY 1997 to 
FY 2000, with year to year increases of only 4%, 3% and 2% in each year. The Middle School and High 
School costs were essentially flat with total increases of only 3% and 2%, respectively. Among the 
Elementary Schools, the Vinson Owen and Ambrose had the greatest cost increases, 29% and 15%, 
respectively, while costs at Lincoln, Lynch and Muraco increased about 7% in total (a little over 296 
annually). The increases at Vinson Owen and Ambrose were driven primarily by enrollment increases. 


To summarize, the increase in education costs since FY 1997 is primarily the result of increases in 
special education costs. To a lesser degree, the increases reflect costs of new information technology, 
increased professional development and the implementation of curriculum changes. Costs directly 
allocable to day-to-day school operations have increased modestly, mostly in response to enrollment 
changes in specific buildings. 


FUTURE COST IMPLICATIONS OF ENROLLMENT PROJECTIONS 


School enrollments have been increasing at about 2% annually over the last ten years, and are projected 
to increase each year through 2004. The New England School Development Council (NESDEC) has 
projected Winchester's total enrollments as follows: 


Projected Enrollment 


Year 2002 2003 2004 


Enrollment 3380 | 3411 (+1%) | 3428 (0.5%) 


Source: School Administration 
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However, these enrollment changes will not be evenly distributed throughout the system. For example, 
High School enrollment is projected to increase much faster than total enrollment, with a projected total 
increase of 9% by FY 2004. The middle school population is expected to increase even faster, by nearly 
1396 over the same period, putting stress on our newly renovated Middle School to handle the capacity. 
By way of contrast, the elementary school population is expected to remain essentially flat during the 
through 2004. 


At the request of the FACTS Committee, the School Department prepared a projection of enrollment 
changes and associated staffing increases using the 1996 Oliver Brown study. Based on these 
projections, the School Department anticipates asking for five new teachers in the Middle School and ten 
new teachers in the High School by FY 2006. 


School enrollment is an important driver of education expenses, and enrollment forecasting is an 
important planning tool for five-year budget projections. The FACTS Committee has reviewed three 
currently used enrollment forecasts, and is concerned that the projections currently in use might 
significantly undercount elementary school enrollments for the next five years. Increased enrollment at 
the elementary grades also may have significant implications for the EFPBC Master Plan. 


Three different sources have produced three different forecasts over the last 4 years: NESDEC, Oliver 
Brown, and EFPBC. Each forecast has come to different conclusions about enrollment trends, but all of 
them have predicted relatively modest increases in the number of students enrolled in the elementary 
schools over the next five years. 


FACTS reviewed each of these forecasts and compared them to Town census information available 
through the Town clerk's office. FACTS believes that it is possible that enrollment growth will continue at 
the elementary level, exerting additional pressure on the overall Town budget. The FACTS forecast 
shows that by the year 2004, elementary enrollment may be between 170 to 248 students higher than 
predicted by NESDEC, EFPBC or Oliver Brown. These studies based their predictions for elementary 
school enrollment in kindergarten and first grade on births occurring five years earlier, and did not capture 
statistics on in-migration of pre-school children during the intervening five-year period. Town census data 
suggests that such in migration may be occurring. FACTS recommends that Town Census data be used 
to as a integral part of future enrollment forecasts, and that Town census data be reviewed annually to 
update statistics on the number of pre-school children in Town. See Appendix for complete enrollment 
analysis. 


Projected Enrollment Growth and Associated Staffing Increases 


Elementary Middle School High School TOTAL 
Enroll Staff Enroll Staff Enroll Staff 
FY 01 1709 751 907 3367 
FY 02 1626 ii 806 +4 973 +6 3405 
FY 03 1615 * 778 Same 1018 +2 3411 
FY 04 1590 Ñ 809 Same 1035 1 3434 
FY 05 1588 T 825 *1 1039 Same 3452 
FY 06 1591 ii 814 Same 1055 *1 3460 


Source: School Administration 
At an average cost of $42,250, ten teachers would add $422,500 to the school budget in today's dollars. 
Of course, many factors can affect enrollment trends, including the perceived quality of the education 


received by the students, the attractiveness of physical facilities, real estate prices, tax rates, and others. 
For example, high MCAS scores, or the presence of newly renovated school facilities, could have a 
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positive effect on enrollments. The New England School Development Council's statistics may not take 
all of these factors into account. 


The cost of increasing enrollment is a result, at least in part, by the School Committee's policy on class 
size. The School Committee has adopted a policy of seeking to maintain target class sizes throughout 
the School system, with a particular priority on maintaining low class sizes in the lower grades in the 
elementary schools (K-3). The projected FY 2001 average class sizes in the grade schools and middle 
schools, by grade, are as follows: 


Elementary Class Sizes FY 2001 


Grade K 1 2 Multiag | 3 4 5 K-5 
Avg. Size | 19 21 16 18 21 21 19 19 


Middle School Class Sizes (Core Curriculum) in FY 2000 


Grade 6 7 8 
Avg. Class Size (Range) 21 (17-23) 23 (18-27) 25 (15-31) 


Source: School Administration 


The FACTS Committee does not have comparative class size information from other districts. Anecdotal 
information suggests that Winchester's class sizes in the elementary grades compare favorably with 
those of other communities. 


The School Committee relies on two related justifications for its policy on class sizes. First, the 
Committee and administration firmly believe that this policy enhances educational performance, 
especially by facilitating the learning of basic reading and math skills in the lower grades, for the greatest 
number of students. They point to studies in the professional literature that support this view. Second, 
the community survey performed by the School Committee in 1997 identified small class sizes at the 
highest priority for the spending of school funds among members of the community that responded to a 
survey. Approximately 2,500 surveys were sent out with 460 respondents. The School Committee is 
planning to conduct this survey again. The School Committee should continue to seek public input on its 
class size policies. 


In fairness, the School Committee and the School Administration are following a national trend toward 
smaller classes. Class size is part of the national political debate around education reform. The concept 
of reducing class size was not invented in Winchester. 


Under current policies, enrollment increases will lead to increases in expenses. However, it is clear that 
enrollment changes have been much less of a factor in increased school costs over the last few years 
than have special education services. 


FUTURE COST IMPLICATIONS OF ELEMENTARY SCHOOL CONFIGURATIONS 


The manner in which grades are assigned to Winchester's five elementary schools also impacts the 
School Department's ability to respond to student population fluctuations in the most cost-effective 
fashion. 
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As the system is currently configured, eighty-seven elementary school teachers serve 1645 students 
(non-special education and pre-school) in five neighborhood K-5 schools. In a large number of cases, 
only two classes exist per grade level in each of the schools. This configuration is particularly sensitive to 
even minor increases in enrollment. 


School systems around the country are increasingly implementing K-2, 3-5 school configurations, both for 
reasons of educational philosophy and to achieve greater economies of scale. The following chart 
demonstrates how those same 1645 students could be housed differently in the five elementary schools 
in a K-2, 3-5 configuration: 


Hypothetical K-2, 3-5 Configuration 


School 1 School 2 School 3 | School4 [| [| School5 | | Total | 
22 22 23 22 22 23 249 
23 23 23 23 23 
1 22 23 23 22 23 23 | 159 | 
Lr idt. E 
DEE Ka 
SE me] 
21 21 | 279 | 
Wa: 22 
21 21 | 276 | 
NENE 
22 22 22 22 22 312 | 
NN TUNI E dE 
sow] |e E 8 pros [75 _| 
mwcsme | zz || 22 || zs || 79 ns 


Note: Multiage, as currently implemented, combines two classes and therefore, requires an even number of sections. 
These combined classes are taught by two teachers. The fifth (odd) Multiage section in School 2 might require 
reconfiguration (e.g., one section worth of Multiage would be converted to either straight Grade 1 or straight Grade 2. If 
all grades 1-2 were Multiage, this would not be an issue. 


The model achieves the School Committee's stated objective of averaging 22 students per classroom at 
the elementary school level, and the number of classrooms it requires can be accommodated within the 
existing five facilities. (Implicit in a K-2, 3-5 model with geographically distant schools is a need for 
increased busing). 


In its optimal implementation, the above approach requires only seventy-five teachers to serve the same 
population of 1645 students. This represents twelve fewer teachers than are employed under the current 
K-5 model. Even allowing for some inefficiencies due to district lines not conveniently assigning students 
to the available spots each year, and assuming that one additional teacher might be required per grade 
level to address such inefficiencies, this configuration would still require six fewer teachers than the 
current K-5 approach. 
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More importantly, with four, five, and six classrooms per grade level at each school, the K-2, 3-5 
approach offers significantly greater flexibility and ability to respond to enrollment fluctuations. 


The Committee recognizes that school configurations and district lines are highly-sensitive issues. It 
simply provides this alternative approach for consideration as one possible solution to address the reality 
of fluctuating and expanding enrollment. 


Technology and Infrastructure 


The Schools currently employ a technology director, three full time equivalent technicians and one 
secretary in the technology office. The budget for computer supplies is $35,000, for computer repair parts 
is $20,000 and for software is $28,800. The December 1998 computer inventory for the Winchester 
Schools reveals that clearly obsolete computers such as Apple lle and IIGS LC lll and LC 580 are still in 
use around the system. Indeed, prior to the acquisition of computers associated with the McCall 
renovation (these computers are not yet installed) about half of the Schools' computers would fall within 
this *obsolete" category. The breakdown by general category of computer is as follows: 


Type Quantity Age 
Class A Pentium or Mac G3 104 3 years 


CD ROM & Internet Enabled 
Class B with CD ROM & Internet 171 5-7 


Class C 486 PC or Mac 040 31 10-12 


Source: School Administration 


An additional 270 computers are obsolete and are not capable of running modern software or operating 
on the Schools’ LAN (e.g. Apple //e, Apple IIGS, Mac LC, Mac Classic, Mac Plus or Performa). Some of 
these computers are nearly 20 years old. These older computers are primarily used as stand alone word 
processors in school offices. 


According to a December, 1998 memorandum from the Superintendent to the School Committee, the 
Schools would like to have five computers and two printers in every classroom, a computer lab with 25 
computers for each elementary school, a computer aided design lab for the technology and science 
departments in the High School, ten computers for the High School Library and computers for a language 
lab in the High School. 


In order to meet these goals, the elementary schools will require 560 computers and 200 printers and the 
High School will require 285 computers, 115 printers and three network servers. The cost of these 
acquisitions was estimated at $1.5 million for hardware and networking components alone. 


In 1995 all school districts in the Massachusetts were asked by the Department of Education to submit a 
five-year local technology plan. Submission of an approved plan was a condition of receiving additional 
state aid of $30 per student. Winchester submitted a local technology plan, which was approved by the 
Department of Education. 


In March 2000, the State Department of Education released a report entitled Educational Technology in 
Massachusetts, 1999-2000, which aggregated summary information on the availability of information 
technology and related services in Massachusetts's public schools and charter schools. The report 
reveals that as of October 1999, Winchester lagged behind the state averages in the ratio of students to 
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computers, with a state average of 5.1 students per computer, to 8.2 students per computer in 
Winchester. If the measure is calculated based on the availability of so-called A or B computers, defined 
as computers with Intel Pentium processors, Apple Power PC processors, the equivalent, or better, then 
the ratio is worse, with a statewide figure of 7.4 students per computer, with Winchester lagging to a 
figure of 14.5 students per computer. When looking at measures of computer networking, Winchester is 
very close to the state averages. Statewide, 68.5% of school computer are connected to a local area 
network, and 69.296 are connected to the Internet. In Winchester, 63.896 of all computers are both 
connected to a LAN and the Internet. 


Comparative statistics for other towns are as follows: 


Town Students Students Percent of Classrooms Percent of 
per per with LAN Classrooms 
Computer | Computer with Internet 
(AorB) | (Any Type) 

Acton 7.1 5.5 100% 100% 
Belmont 11.0 9.2 68.6% 100% 
Cohasset 7.0 4.5 87% 87% 
Stoneham 12.4 7.4 61% 60% 
Newton 11.9 6.9 46% 51% 
Winchester 14.5 8.2 64% 64% 
State Average 7.4 5.1 69% 69% 


Source: State Dept. of Education 


Winchester is lagging behind the state averages in terms of student access to contemporary computer 
technology. 


The Department of Education is encouraging the Cities and Towns to upgrade their educational 
technology, and to that end has released a report entitled Local Technology Plan Benchmark Standards 
for the Year 2003. Among some highlights of the Benchmark Standards are: 


e By 2003, every district should have one modern, Internet enabled computer for each five (5) 
students. As noted above, we have one such computer for every 14.5 students. 


e By 2003, every classroom and every administrative office should have at least one computer with 
a high-speed connection to the Internet. We are probably close to meeting this standard. 


e Each district should have one FTE of tech support of 100-200 computers. 


e Each district should have 0.5 FTE to support 30-60 staff members to support technology 
competency and the integration of technology into the curriculum. 


e By 2003, 85% of staff should have participated in technology training 


e The district should work with community groups to promote Internet access in the community 
outside of the school day. 
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e The district should have an up to date web site, and each educator should have access to e-mail 
and the World Wide Web. 


Clearly, a substantial investment will be required for Winchester Schools to meet these Benchmark 
Standards. The School administration has prepared projections of the cost of implementing the State's 
recommendations by FY 2005 (two years later than the target date suggested by the State). According to 
these estimates, the Schools would have to incur $4.9 million in capital and software acquisition costs 
and increases in staffing by about $100,000 per year for five years to meet these targets. These costs 
are over and above the existing operating budget to support technology, which is currently about 
$250,000 per year, and expected to increase to $305,000 by FY 2005. 
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Section 23 - Energy 


Overview 


The Town's Energy budget item consolidates all of the Town's purchases for heat, light and fuel. The 
Town Manager's budget for Energy traditionally consists of the 5-year average consumption of various 
fuels, multiplied by current prices. In FY 2001 the budgeted amount was approximately $1.4 million, 
divided between electricity ($786,000), natural gas ($92,000), heating oil ($403,000) and gasoline and 
diesel fuel ($102,000). 


Mission 


The Town seeks to obtain reliable sources of fuel and energy at the lowest possible cost. 


Strengths 


The Town actively pursues cooperative buying strategies and was recently able to obtain favorable prices 
on a fixed-price contract for fuel oils and gasoline. 


Opportunities 


e Long-term savings through capital outlays The recent school renovations put an emphasis on 
the long-term efficiency of the heating and cooling systems. The Town must continue to 
incorporate this philosophy into all its construction and renovation projects, even if it requires 
higher initial outlays on capital equipment. Another example of where this approach may make 
sense is in the area of streetlights. By laying out the capital to purchase these lights and then 
contracting maintenance out to a third party, the Town may be able to save between $50- and 
100,000 per year 


Issues/Challenges 


e Energy is one of the most significant budget items over which the Town has almost no control. 
Any long-term financial plans must take into account the tremendous volatility associated with this 
expense. 


Benchmarking 


Energy efficiency is an area in which it should be possible to make comparisons in order to judge our 
relative efficiency. The Town Manager's office and Finance Committee should require such comparisons, 
particularly from the Buildings maintenance function, on a regular basis. 
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Section 24 - NESWC 


Overview! 


In the early 1980's, the Commonwealth of Massachusetts established the North East Solid Waste 
Committee (NESWC) to pilot a “waste to energy" program. At the time, the Commonwealth was closing 
unlined landfills and encouraging the creation of alternative solutions for solid waste disposal. 


In 1985, Winchester and 22 other communities (comprising NESWC) entered into a 20-year agreement 
with a private vendor for waste disposal at a waste-to-energy plant to be constructed on state-owned land 
and financed by the communities. The contract required the communities to borrow $200 million for the 
plant construction and to guarantee to deliver 240,000 tons of trash annually. The debt was structured so 
that the communities would pay interest only for the first 10 years of the bond, and would pay the majority 
of the principal in the last 10 years of the original 20-year period. A premise of this unusual financing 
approach was that the proceeds from the sale of electricity generated by the plant would rise steadily, 
providing sufficient revenue by 1995 to cover the construction debt. 


Winchesters share of the $200 million bond and the 240,000 guaranteed annual tonnage (GAT) was 
determined to be approximately 6.196, or $12 million and 12,375 tons per year. 


By the time the bonds became due in 1995, the price of electricity had remained relatively flat over the 
period. Since proceeds from sales of electricity would not sufficiently subsidize debt service, the 
individual communities faced sharp increases in payments to repay the bonds. Winchester's payment 
was expected to rapidly grow from $1.1 million in FY95 to $1.6 million in FY98. 


Additionally, the contracted service agreement provided that increases in costs due to "changes in law" 
would be directly passed on to the 23 communities. In 1996, it was determined that air pollution control 
scrubbers, at a cost of over $43 million, would have to be installed at the plant by 1999, and the full cost 
would have to be borne by all of the communities. The NESWC Board of Directors began negotiations 
with the vendor to determine if there might be alternatives available to restructure the existing deal. 


In December of 1996, the Winchester Town Meeting, with the input of Winchesters NESWC Ad Hoc 
Advisory Committee, voted to authorize the Board of Selectmen to negotiate an amendment to the 
current service agreement for a period to run through September, 2006. The intention was to protect the 
Town's ability to dispose of its trash, while containing the costs of the service. 


The amended contract was negotiated, and Winchester's resulting performance and expense during the 
recent period were as follows: 


! Source: Report of the NESWC Ad Hoc Advisory Committee, November 29, 1996 
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Five-Year Summary 


Guar. Annual Tonnage 


12,408 12,333 12,312 12,378 12,378 


Environmental Challenges 


Until the NESWC contract expires in 2006, Winchester can expect tipping fee charges to escalate 
dramatically. Tipping fees have already increased from $93/ton in FY99 to $127/ton in FYO1. Projected 
NESWC payments are as follows: 


Projected NESWC Payments FY01-FY06 


FYO1 FY02 FY03 FY04 FY05 FY06 


NESWC Pmt. | $1,571,625 | $1,732,500 | $1,856,250 | $1,980,000 | $2,118,600 | $2,266,902 


In anticipation of the fee increase, Winchester established a NESWC stabilization fund. The balance in 
the fund currently exceeds $900,000 (including interest). This fund will be drawn down annually between 
FY02 and FY06 to help mitigate the dramatic increase in charges. 


Another concern is the partial shutdown of the facility in FYO1 to facilitate the installation of the air quality 
scrubbers. During this period, the facility will accept less spot disposal and commercial waste. The 
$127/ton tipping fee is, in part, an effort to offset the foregone revenue from the reduction in spot and 
commercial disposal. 


Recommendations 


Even after drawing down the entire NESWC Stabilization Fund over the final years of the contract, the 
Stabilization Fund is expected to fall short by over $230,000 of covering direct costs alone during the 
period. The Committee believes that this situation offers a clear reason to increase fees to more closely 
match the costs of providing a service. The Committee recommends that Residential Permit Fees for 
Trash Disposal be increased by $25, to $125 for the first vehicle, as of Jan. 1, 2001. Details of this 
proposal are provided in the Recommendations section. 


As the NESWC contract winds down, the Committee also recommends that the Town aggressively 
investigates alternative solutions for trash disposal, such as “pay as you throw” programs. FACTS 
recommends that the Town examine the presumption that it should provide trash disposal services in the 
future, or whether the operation should be privatized. 
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Section 25 - Undistributed 


Health Insurance 


The Town offers health insurance to all of its full time employees and retirees. Eight insurance plans are 
offered: Blue Cross Master Medical, HMO Blue, Blue Choice, Harvard Pilgrim Health Care, Medex III (a 
“Medigap” plan), a major medical plan for out of state retirees, a Blue Cross Managed Medicare Plan and 
Harvard First Seniority. Health insurance premiums are split between the employee/retiree and the Town, 
with the split varying by product. Town employees are permitted to annually select whether to participate 
in Town health insurance, and which product to participate in. Health insurance is subject to collective 
bargaining for unionized employees. A Town wide health insurance committee that includes 
representatives of each union coordinates a uniform health benefit to all Town employees. Current 
enrollments and monthly premiums are as follows 


FY2001 Health Insurance Premiums and Enrollments 


Product Monthly Town% Enrollment 
Master. Med Fam. $ 2,425.17 50% 1 
Master. Med Indiv. $ 1,031.98 50% 6 
Medex III $ 238.33 50% 125 
Blue Choice Family $ 826.26 50% 1 
Blue Choice Indiv. $ 309.93 50% 11 
Maj. Med Fam.* $ 1,277.61 50% 1 
Major Med. Indiv.* $ 514.95 50% 2 
HMO Blue Family $ 725.33 71% 236 
HMO Blue Indiv. $ 268.64 90% 232 
HMO Blue Seniors $ 174.61 90% 186 
HPHC Fam. $ 633.55 81% 78 
HPHC Indiv. $ 235.57 90% 65 
HPHC Seniors $ 76.00 5396 12 

Total 956 


Source: Comptroller's Office 
* For out of state retirees 


While some products are fairly expensive (e.g. Blue Cross Major Medical) their small enrollments mean 
that their cost is not material to the Town. HMO Blue (family, individual and senior) and Harvard Pilgrim 
Healthcare (families and individuals) account for ninety two percent of the cost of health insurance. The 
largest single product is HMO Blue Family coverage, accounting for 43% of health insurance costs. 


The Town has managed its health insurance premiums by entering into long-term agreements with major 
insurers. The HMO Blue Contract has one more year to run, and premiums are capped at a ten percent 
increase for the coming renewal year (starting December 1, 2000). However, according to the town’s 
health insurance consultant, underlying costs are rising much faster, at a rate of over 19% annually, 
suggesting that renewal prices for the year beginning December 1, 2001 will be steep. The current fiscal 
year health insurance budget is expected to be in deficit by $100,000 based on current rates and 
enrollments. A significant driver of health care costs is the cost of outpatient drugs. 
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There are several approaches to dealing with this issue. By doing nothing, the Town may be forced to 
shoulder substantial increases in premiums. Other approaches include a change in covered benefits 
(e.g. a three tier drug benefit, with higher co-payments for branded drugs). The Town should also revisit 
its premium contributions for HMO Blue and HPHC Individual coverage, possibly reducing those to the 
same percentage as family coverage. With the current participation profile, reducing Town premium 
contributions on these products to 5096 would translate into a savings of over $1.1 million. While this 
measure might be extreme, the analysis quantifies the value of this benefit and highlights a significant 
negotiation opportunity. 


Given that the Town has a favorable deal for the coming contract year, it could consider renegotiation of 
the current HMO Blue Agreement, possibly swapping a somewhat higher current increase in premiums in 
exchange for a premium cap in the following year or years. The Town also could investigate whether 
Blue Cross would offer premium concessions in exchange for the Town dropping its HPHC products, and 
going “all Blue” for current employees. Now that physicians employed by Harvard Vanguard Medical 
Associates participate in HMO Blue, the need to maintain HPHC coverage to provide employees with 
access to HVMA physicians is reduced. 


The Town's health insurance consultant has considered the possibility of the Town self insuring for health 
care costs. However, given the underlying trends involved and well as the risk posed by high cost cases, 
the consultant does not currently recommend this option. 
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What is Winchester's economic future? 
Projections and Recommedations 
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Section 26 - Economic Projections 


Methodology 


To explore the range of economic possibilities facing the Town over the coming years, FACTS developed 
an economic projection model for the Town, using Microsoft Excel ™© as a convenient platform that 
could not only be used by the Committee during its work, but would be available to officials and citizens. 


The methodology underlying the economic model is a simple one: the Committee used actual historical 
data on revenues and expenses as a first approach for projecting future revenues and costs. The model 
calculated percentage changes from year to year in prior years, and then calculating the average 
changes in individual accounts over the study period. 


We know future trends in the town's revenues and expenses will not exactly match historical trends, but a 
constant working knowledge of recent and aged trends in the Town's key accounts is critical to both short 
term and long term projections. Changes in state law, changes in the economy, and changes in federal 
law; all will have an influence on future results, just as they have influenced past results. 


BASE CASE ASSUMPTIONS 


We next calibrated our economic model into two different base case scenarios, described in more detail 
below. These two Base Cases - called Conservative and Optimistic — present two different projections of 
the Town's financial future over the next ten years. One is a conservative one (from the government's 
point of view): with conservative estimates of trends in revenues and slightly pessimistic estimates of 
trends in expenses. The second base case scenario is a more optimistic one (from the taxpayer's point 
of view) with slightly higher estimates of trends in revenues and slightly optimistic estimates of trends in 
expenses. The Committee used this two Base Case to define the most likely lower and upper bounds of 
the financial outlook over the next ten (10) years. 


NOTE: Each Base Case assumes that there are no substantive changes in the Town's programs and 
services, other than the continuation of current trends. For the two base cases projected services remain 
essentially unchanged. 


Neither the Conservative nor the Optimistic Base Case includes projections for increased personnel in the 
Town's Departments — Fire, Police, DPW, General Government, Health, Building Department. Neither 
Base Case includes fixed asset capital projects. Neither Base Case includes funds for ongoing repair 
and maintenance of existing capital facilities. The Town's current experience of deferring repair and 
maintenance of existing capital facilities is not changed in either of the Base Case Scenarios. 


There are three exceptions: 


e In the Conservative Base Case, Town officials suggest that current levels of Capital Spending 
(Operating) over the years 2002 to 2006 will average $700,000 per year instead of $400,000 per 
year over the Period From 1995 to 2001. Town Officials then project a return to Annual 
Expenditures on Capital (Operating) of $550,000 per year. The increased level of spending over 
the years 2002 to 2006, while important, is not sufficient to address any of the Town's long term 
fixed capital assets needs (i.e. Infrastructure). Neither of these amounts are sufficient to fund the 
Town's needs. 


e The other exception is that Town Officials propose to establish two new accounts to be tracked 
on the expense side, entitled "reserve for New Debt” and "Operating Reserves." The concept 
underlying these new accounts is sound. The amounts projected to be carried in these accounts 
will not materially change the content or scope of existing town services. 
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e |n the Conservative Base Case, new teachers are projected over the years 2002 through 2006 to 
handle increased enrollments. 


Assuming no Substantial changes in Town Programs and Services, We are comfortable that the likely 
range of outcomes will fall between these lower and upper bounds. Naturally, we have greater 
confidence in the first five years (5) of these projections, but have reasonable confidence across the 
entire ten year period. 


We present three sets of additional scenarios (each of these three scenarios is applied to the two Base 
Cases). These scenarios are also described in more detail below. 


INCREMENTAL REVENUE ASSUMPTIONS 


The next scenario assumes that all of the increased fees discussed elsewhere in the report are adopted 
in FY 2002 and added to the Base Case. We explore this scenario to examine the effect of fee 
adjustments on the overall financial picture of the Town. Our purpose in doing so is to provide context to 
the Town's consideration of fee increases as a revenue generating strategy. 


CAPITAL INVESTMENT ASSUMPTIONS 


The next scenario explores the effect of the completion of the Town's six remaining major capital projects 
on Town finances over the next twenty years. These projects include the completion of the school 
rehabilitation program: Ambrose School, Muraco School, Lynch School, Vinson Owens School, and 
Winchester High School; and the completion of the Flood Control Project on the Aberjona River below the 
Duck Pond. We explore this scenario to examine the effect of the capital program for major renovation on 
the overall financial picture of the Town. 


As stated in the description of the Base Case Scenarios, these projects do not address ongoing capital 
and repair needs. This scenario does not include the complete of the last few phases of the rehabilitation 
of the Town's water system. The program is nearly complete. In addition, there is another major capital 
program on the horizon: the rehabilitation of the Town's sewer system. 


IS INVESTMENT ASSUMPTIONS 


The final scenario examines the effect of a town-wide upgrade in Management Information Systems over 
the next four years. 


Base Case Analysis 


To build the Base Case Scenarios, actual data from the Town's financial records was summarized in a 
spreadsheet in the way the Town's officials currently use such information for budgeting purposes. 
Financial trends over the last six years (1995 through 2001) and over the last three years (1999 through 
2001) were calculated for each item in the spreadsheet from actual historical data. In calculating the 
averages, only periods in which there was activity are counted. This explains why, in a few cases, the 
trend over six years is the same over three years. In these cases, there was only activity the most recent 
three years. 


The data in the following tables is presented in the same way that officials present information to Town 
Meeting. For both Revenues and Expenses, there are approximately 40 separate summary accounts that 
Town officials track to make projections. We concluded that presenting these tables as they are used by 
Town officials would best illustrate the process with the least amount of confusion. We resisted the 
temptation to summarize these tables, in the interest of transparency. 


FACTS Committee Report Page 26-3 


The following Exhibits contain all of the modeling assumptions. The columns labeled "History" show the 
actual trends in the historical data. 


Note: Many of the line items with large percentage trends are tied to small dollar amounts. The trend in 
Municipal expenses is zero for 1999-01 because the Town's records were not broken out into categories 
2 through 6 until recently. 


To build the first of our two base cases, we met extensively with officials from both the municipal and 
education side of government. We received their detail projections in each of the line items for revenue 
and expenses set forth above for the years 2002 through 2006, and their projection of each line item for 
the years 2007 to 2021. Those projections are displayed in the tables in the columns labeled "Town's 
Projections". The percentages marked 2002-2006 are calculated by taking the actual numbers presented 
by the Town and calculating an imputed growth rate. The column marked 2007-2021 show the 
percentage growth factors assumed for the later years of the model. 


To build the second of our two base cases, the FACTS Committee assigned their own, slightly more 
optimistic assessment of trends in the Town's revenues and expenses. These trends were assigned 
using a single percentage applied to each of the line items in the revenue and expense sheets, which was 
applied to the years 2002 through 2021. This is shown in the last column of the spreadsheet. 
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History Town Projections FACTS 
Class # | Description 1995-01 1999-01 [2002-06 2002 2003 2004 2005 2006 2007-21  |Projection 


1 Pranerty Taxee: Race 2.72% 201% 2 RAY = 107 ^86 = 41N n^n d 72N 2301 m n8 ana a ARA ORR 221%, 2 RO, 
2 Prior Yr Growth 0.00% 0.00% [0.00% 0.00% 0.00% 
3 General Override 0.00% 0.00% [0.00% o o 0 o o 0.00% 0.00% 
4 2.5 % increase 3.72% 3.91% 3.65% 877,684 910,251 943,008 975,958 1,009,107 3.69% 3.69% 
5 New growth - ordinary 17.30% 15.40% |-8.83% 425,000 400,000 375,000 350,000 325,000 0.00% 2.00% 
6 New growth - extraordinary 0.00% 0.00% 0.00% 0 0 0 0 0 0.00% 0.00% 
7 Debt exclusion: McCall School 168.51% 168.51% |59.20% 1,397,419 1,884,750 1,833,575 1,782,400 1,731,225 0.00% 0.00% 
8 less : State reimbursement 0.00% 0.00% {0.00% -1,038,777 -1,038,777 -1,038,777 -1,038,777 -1,038,777 0.0096 0.0096 
9 Debt exclusion: Misc. School Repairs 0.00% 0.00%  |-11.6596 134,118 130,852 127,672 124,614 121,591 0.00% 0.00% 
10 Debt exclusion: Lincoln School 0.00% 0.00%  |-2.75% 585,000 1,121,250 1,257,750 1,224,113 1,190,475 0.00% 0.00% 
11 less: State reimbursement 0.00% 0.00% [0.00% 0 0 -527,988 -527,988 -527,988 0.00% 0.00% 
12 less: excess not raised 9.79% 90.38% [0.00% 0 0 0 0 0 0.00% 0.00% 
13 Chapter 110 - W&S Debt 12.62% 16.5896 |-0.64% 2,900,000 2,900,000 2,900,000 2,900,000 2,900,000 0.0096 0.0096 
14 Motor Vehicle Excise 5.35% 3.07% 1.13% 2,700,000 2,700,000 2,600,000 2,650,000 2,700,000 1.90% 4.00% 
15 Licenses and Permits 8.98% 9.33% |-8.33% 400,000 400,000 400,000 400,000 400,000 0.00% 8.00% 
16 Fines 4.05% 31.35% 10.00% 40,000 40,000 40,000 40,000 40,000 0.00% 0.00% 
17 Penalties & Interest 2.35% -7.97% |0.00% 300,000 300,000 300,000 300,000 300,000 0.00% 0.00% 
18 Services Charges Trash 8.00% -0.39% ]0.0096 600,000 600,000 600,000 600,000 600,000 0.00% 0.00% 
19 Rentals 2.67% -45.83% |0.00% 65,000 65,000 65,000 65,000 65,000 0.00% 0.00% 
20 Special Assessments 18.90% -45.82% |0.00% 3,100 3,100 3,100 3,100 3,100 0.00% 0.00% 
21 Investment Income 5.12% 6.96% |-2.38% 500,000 500,000 500,000 500,000 500,000 0.00% 5.00% 
22 Fees 9.66% -7.00% |0.00% 213,000 213,000 213,000 213,000 213,000 0.00% 5.00% 
23 Other 158.16% -48.70% |-11.1196 70,000 70,000 70,000 70,000 70,000 0.00% 0.00% 
24 Prior Year Overestimates 72.55% 18.67% |0.00% 0 0 0 0 0 0.0096 0.0096 
25 Additional Assistance 0.0096 0.00% [0.00% 433,387 433,387 433,387 433,387 433,387 0.00% 0.00% 
26 Lottery 9.84% 4.10% 1.25% 1,286,045 1,318,196 1,318,196 1,318,196 1,318,196 0.00% 4.00% 
27 Additional Lottery Assistance 28.28%  #DIV/O! [0.00% 100,000 100,000 100,000 100,000 100,000 0.00% 0.00% 
28 Police Career Incentive Reimbursement 7.97% 7.69% 10.00% 148,980 163,878 180,265 198,292 218,121 0.00% 0.00% 
29 Highway Fund 1.39% 0.00% |0.00% 72,249 72,249 72,249 72,249 72,249 0.00% 1.50% 
30 Veterans’ Benefits 755.60% 0.00%  |0.0090 0 0 0 0 0 0.00% 0.00% 
31 Chapter 70 15.42% 17.00% |5.00% 3,584,291 3,763,505 3,951,680 4,149,264 4,356,728 4.80% 6.00% 
32 School Construction 0.00% 0.00% [0.00% 1,038,777 1,038,777 1,566,765 1,566,765 1,566,765 0.00% 0.00% 
33 School Transportation 0.77% -23.23% [0.00% 45,145 45,145 45,145 45,145 45,145 0.00% 5.00% 
34 Tuition of State Wards -57.08% -81.32% |0.00% 0 0 0 0 0 0.00% 0.00% 
35 Veterans/Blind 136.8196 -8.92% [0.00% 20,575 20,575 20,575 20,575 20,575 0.00% 0.00% 
36 Elderly 4.64% 0.00% [0.00% 12,550 12,550 12,550 12,550 12,550 0.00% 0.00% 
37 Sale of Land 0.00% 0.00% [0.00% 0 0 0 0 0 0.0096 0.0096 
38 Capital Stabilization (incl. NESWC) 38.61% 0.00%  |£DIV/O! 135,000 235,000 335,000 445,000 0 0.00% 0.00% 
39 Parking Meter Fund 32.06% 1.78% [0.00% 80,000 80,000 80,000 80,000 80,000 0.00% 3.00% 
40 Cemetery 8.96% 9.21% 3.00% 254,925 262,573 270,450 278,563 286,920 2.90% 5.00% 
41 Overlay Surplus 16.04% 33.51% |-27.78% 100,000 100,000 100,000 100,000 100,000 0.00% 0.00% 
42 AccountCloseouts/Transfers -61.76% -63.65% [0.00% 0 0 0 0 0 0.0096 0.0096 
43 Other 270.96% 570.0096 |0.00% 0 0 0 0 0 0.0096 0.0096 
44 Free Cash 12.04% 1.8596  |41.9296 1,930,000 1,000,000 800,000 600,000 600,000 0.0096 5.0096 
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History Town's Projections FACTS 
Class # |Description 1995-01 1999-01 | 2002-06 2002 2003 2004 2005 2006 2007-21 Projectio 


Miinicinal 

General Government 

Culture and Recreation 

Health and Social Services 
Public Safety (Fire, Police, Bldg, Aux) 
DPW 

Unallocated Raise Article (Per Town Mgr) 
Energy 

NESWC 

Legal 

Funded Debt 

Funded Debt -110 

MWRA Chapter 110 

Interest on Funded Debt 
Interest on Funded Debt -110 
Tax Abatement Interest 
Contributory Retirement 
Worker's Compensation 
Unemployment Compensation 
Health Insurance 

Medicare Tax / Refunds 

FICA 

Non-Contributory Retirement 
Indemnification 

Reserve Fund 

General Insurance 

Capital (Operating) 

Capital - Cemetery 

Charges & Assessments 
Overlay 

Overlay Deficit 

Snow & Ice Deficit 

Stabilization Account - NESWC 
Stabilization Account - Capital 
Settlements 

Special Articles 

Pay Raises 

Education 

Education (Non-SPED) (Gen Ledger) 
Special Education (Gen Ledger) 
Additional Teachers (To Cover Incr. Enrollmnt) 
Reserve for New Debt 
Operating Reserves 


31.95% 
18.88% 
161.39% 


n nno 
5.27% 
0.45% 
5.78% 
2.86% 
4.21% 
0.00% 
-0.15% 
23.79% 
-25.94% 
8.26% 
26.41% 
5.70% 
52.39% 
50.91% 
0.00% 
3.03% 
5.66% 
70.25% 
8.42% 
8.07% 
7.84% 
-1.00% 
28.12% 
0.00% 
10.18% 
41.80% 
-81.45% 
-6.27% 
23.41% 
0.00% 
0.00% 
0.00% 
-15.68% 
0.66% 
66.74% 
0.00% — 
3.54% 
25.93% 
0.00% 
0.00% 
0.00% 


n nno, 
1.2296 
1.1996 
1.2696 
1.0596 
1.2896 
62.6496 
5.0096 
8.6296 
2.5096 
-10.86% 
7.67% 
0.00% 
57.75% 
-16.37% 
-35.71% 
4.50% 
1.50% 
20.00% 
13.53% 
11.70% 
5.00% 
0.00% 
33.33% 
0.04% 
5.00% 
40.00% 
0.00% 
2.50% 
1.27% 
0.00% 
0.00% 
0.00% 
193.80% 
0.09% 
0.00% 
0.00% 
0.00% 
5.00% 
8.00% 
7.14% 
51.38% 
0.00% 


^ ,808,920 
-1,280,157 
-339,570 
-5,881,515 
-3,113,189 
-626,150 
-1,454,855 
-1,732,500 
-160,000 
-569,612 
-976,850 
-1,464,950 
-2,315,452 
-458,201 
-1,000 
-2,009,594 
-235,000 
-35,000 
-3,943,120 
-311,967 
-132,125 
-90,000 
-50,000 
-264,000 
-139,755 
-1,130,000 
-55,000 
-577,050 
-350,000 


-629,000 
-54,000 


-18,248,929 
-6,328,686 
-420,000 
-185,818 
-500,000 


n 
-1,830,870 
-1,295,349 
-343,839 
-5,942,962 
-3,153,072 
-958,974 
-1,527,598 
-1,856,250 
-168,000 
-1,439,612 
-1,011,675 
-1,464,950 
-2,471,516 
-423,374 
-1,000 
-2,100,025 
-242,050 
-35,000 
-4,605,337 
-336,925 
-138,731 
-90,000 
-50,000 
-264,000 
-146,743 
-800,000 
-55,000 
-591,477 
-358,750 

0 

0 

0 
-479,000 
-54,000 

0 

0 

0 
-19,161,375 
-6,834,980 
-504,000 
-266,159 
-50,000 


n 
-1,853,117 
-1,310,740 
-348,167 
-6,005,075 
-3,193,529 
-1,301,783 
-1,603,977 
-1,980,000 
-176,400 
-2,049,612 
-1,046,419 
-1,464,950 
-1,927,702 
-388,631 
-1,000 
-2,194,526 
-249,312 
-35,000 
-5,172,868 
-363,879 
-145,667 
-90,000 
-50,000 
-264,000 
-154,080 
-700,000 
-55,000 
-606,264 
-367,719 
0 

0 

0 
-379,000 

0 

0 

0 

0 
-20,119,444 
-7,381,779 
-546,000 
-327,652 
-50,000 


n 
-1,875,665 
-1,326,334 
-352,557 
-6,067,864 
-3,234,570 
-1,654,877 
-1,684,176 
-2,118,600 
-185,220 
-2,049,612 
-1,080,937 
-1,464,950 
-1,816,658 
-354,113 
-1,000 
-2,293,280 
-256,791 
-35,000 
-5,626,266 
-392,989 
-152,951 
-90,000 
-50,000 
-264,000 
-161,784 
-550,000 
-55,000 
-621,420 
-376,912 

0 

0 

0 

-329,000 

0 

0 

0 

0 
-21,125,416 
-7,972,321 
-588,000 
-390,677 
-50,000 


n 
-1,898,519 
-1,342,134 
-357,009 
-6,131,335 
-3,276,203 
-2,018,562 
-1,768,385 
-2,266,902 
-194,481 
-1,910,612 
-1,110,904 
-1,464,950 
-1,708,606 
-324,116 
-1,000 
-2,396,478 
-264,495 
-35,000 
-6,073,167 
-424,428 
-160,598 
-90,000 
-50,000 
-264,000 
-169,873 
-550,000 
-55,000 
-636,956 
-386,335 

0 

0 

0 

-329,000 

0 

0 

0 

0 
-22,181,687 
-8,610,107 
-630,000 
-591,396 
-50,000 


n nno, 
1.2596 
1.2596 
1.2596 
1.2596 
1.2596 
0.0096 
5.0096 
0.0096 
5.0096 
Actual 
Actual 
Actual 
Actual 
Actual 
0.0096 
4.50% 
3.00% 
0.00% 
8.00% 
8.00% 
5.00% 
0.00% 
0.00% 
0.00% 
5.00% 
0.00% 
0.00% 
2.50% 
2.50% 
0.00% 
0.00% 
0.00% 
0.00% 
0.00% 
0.00% 
0.00% 
0.00% 
5.00% 
8.00% 
5.00% 
4.00% 
0.00% 
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After entering the base data and the projection information the model calculated the value of all of the line 
items for the period 2001 to 2010. The next table presents the surplus or deficit predicted by the model 
over the model period. 


Year | Conservative Base Case Optimistic Base Case 


(0) 


(3,351,130 


(4,797,281 


(2,575,837 


(2,916,044 


(7,559,224 


(3,128,474 


) 
) 
(6,235,389) 
) 
) 


(9,545,601 


(9,799,654) 


(3,520,567 


(10,931,102) 


(3,919,270 


(12,182,113) 


(4,390,071 


) 
) 
) 
) 
(3,259,285) 
) 
) 
) 
) 


(13,561,964) (4,939,305 


The next chart graphically presents the result of the model calculations. The chart shows how sensitive 
the Town's overall financial picture is to slight changes in assumptions about revenue and expense 
trends. There is a significant difference between the two base cases. The Conservative case is the lower 
line in the chart. The Optimistic case is the top line. Both scenarios project substantial deficits both in the 
near term and the mid-term. 


The shaded area in the chart, labeled "Range of Likely Outcomes" shows how wide a range in financial 
results the Committee believes is possible over the next decade. 


Base Case Scenarios - Conservative and Optimistic 


(2,000,000) 


(4,000,000) 


(6,000,000) 
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(8,000,000) 


(10,000,000) 


€ 
a 
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(12,000,000) 


(slightly higher costs trends, slightly lower revenues trends) 
(14,000,000) 


(16,000,000) 
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The next table shows the results of adjusting the two Base Cases by adding all of the proposed fees into 
the calculations. The last column shows FACTS estimate of incremental revenue from new fee based 


programs. 


Conservative Case 


(0 


Optimistic Case 


All Projected 
Fees Increases 


(0 


(3,116,130 


(1,085,633 


(4,553,531 


(2,332,087 


(5,982,277 


(2,662,932 


(9,381,752 


(3,095,436 


(9,624,335 


(3,345,248 


(10,743,510 


(3,731,678 


(11,981,391 


(4,189,349 


) 
) 
) 
) 
(7,296,093) 
) 
) 
) 
) 
) 


) 
) 
) 
) 
(2,865,344) 
) 
) 
) 
) 
) 


(13,347,191 (4,724,532 


As the chart shows, adjustments in the fee schedule do not have a substantial impact on the Town's 
overall financial position. 


The shaded area in the chart, labeled “Range of Likely Outcomes” shows the range of financial results 
the Committee believes is likely over the next decade, including the fee adjustments in their entirety. The 
chart also shows the results from the Base Case for comparative purposes. 


Adjusted Base Case Assuming A Variety of Fee Increases 


2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 


Optimistic 


with new fees ee 
(2,000,000) Optimistic 


Base Case 


(4,000,000) 


(6,000,000) - EE 


Scenarios 3 and 4 
Conservative pra ange of Likely Outcomes (With Fee Increases) 
(8,000,000) Base Case 


(10,000,000) Conservative 
with new fees 


Surplus (Deficit) Dollars ($) 


(12,000,000) 


(14,000,000) 


A Variety of Fee Increases Provide Modest Improvements 


(16,000,000) 


Year 


= Conservative Base Case = Optimistic Base Case 
== Adj. Conserv. Base Case Adj. Optimistic Base Case 
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Capital Investment Analysis 


The Capital Investment scenarios assume that the balance of the school reconstruction program and the 
flood control project for that part of the Aberjona River below the Duck Pond will be completed. These 
scenarios use the Incremental Revenue case as their starting point. 


Adj. Conserv. Base Case Adj. Optimistic Base Case Yearly Payment 
Year with Capital with Capital To Fund Capital 


(0 
(6,530,164 
(7,967,565 
(9,396,311 


10,710,127 
13,038,369 


15,395,425 


(0 
(4,499,667 
(5,746,121 
(6,076,966 
(6,279,378 


(6,759,282 
(7,145,712 
(7,603,383 


(3,414,034 
(3,414,034 
(3,414,034 
(3,414,034 


(3,414,034 
(3,414,034 
(3,414,034 


) ) 
) ) ) 
) ) ) 
) ) ) 
( ) ) ) 
(12,795,786) (6,509,470) — (3,414,034) 
( ) ) ) 
(14,157,544) ) ) 
( ) ) ) 
( ) ) ) 


16,761,225 (8,138,566 (3,414,034 

As the chart below confirms, the completion of the Capital Program will have a substantial impact on the 
Town's overall financial position. The shaded area in the chart, labeled "Range of Likely Outcomes" 
shows the range of financial results the Committee believes is likely over the next decade, including the 
fee adjustments and the capital program in their entirety. The chart also shows the results from the 


Incremental Revenue scenario for comparative purposes. 


Adjusted Base Cases with Fee Increases Plus Completion of Major Capital Program 
(Assumes Twenty Year Bond at 496, Beginning in 2002) 


2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 
0 
Optimistic with 


x. Fee Adjustments, 


Optimistic 
Capital Program 


(2,000,000) 


Conservative with 
Fee Adjustments 


(4,000,000) 


(6,000,000) 


(8,000,000) - ==> 


Range of Likely Outcomes (With Fee Increa: es 
(10,000,000) and Completion of Capital Program) | 
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(12,000,000) apitat Progra 
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(14,000,000) 


(16,000,000) 
Year 


— —- Adj. Conserv. Base Case — — Adj. Optimistic Base Case 
e» Adj. Conserv. Base Case with Capital === Adj. Optimistic Base Case with Capital 
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These scenarios assume that: 


e The flood control program will cost $15,000,000 (the current estimate), 
e The program will begin in 2003 


e The costs will be fully reimbursed by the federal government. The Town is currently unsure 
whether there will be any federal funding for the project, so this assumption is optimistic. 


The table below lists the expenses and reimbursements used to develop the capital program projections. 
Standard project cost templates used at MIT to model similar portfolios were applied to the EFPBC 
construction cost estimates for renovation projects at the schools. These EFPBC estimates were inflated 
by 10% to cover contingencies (not the 25% used by EFPBC to move to "project costs”). The resulting 
construction cost estimates were then further inflated at 596 per year until the start of construction. 
Design and planning costs are carried at 1196 of construction costs. 


No maintenance and repair costs are included in these estimates, and no increased operating costs 
associated with these projects are included. The projects were included in the projection in the same 
order established by EFPBC and with the same spacing between school projects. We assumed that the 
state would continue to provide 6396 reimbursement for the school projects in arrears, although this is 
optimistic based on information from the state. 


With these assumptions, the cash flows for the capital program are as shown in the next chart. 


Major Capital Program (Schools and Flood Control) 


6,000,000 


State Reimbursement for Schools (Assume 6396) 


4,000,000 


Federal Reimbursement for Flood Control (Assume 10096) 


2,000,000 


0d 


-2,000,000 


Ambrose Peak 
-4,000,000 


> 
e 
ri 
2 
E: 
© 
a 


-6,000,000 


Muraco Peak 


-8,000,000 


-10,000,000 


Flood Control Project 
-12,000,000 MHSIPeak 


-14,000,000 
2002 2012 
Year 


^ Ambrose Cost . Muraco Cost Lynch Cost Vinson Owens Cost 
m Winchester High School Cost m Flood Program Cost m Ambrose Reimb. m Muraco Reimb. 
m Lynch Reimb. m= Vinson Owens Reimb. m Winchester High School Reimb. Flood Program Reimb. 


To calculate an annual amount that the Town would have to pay to fund the entire capital program over 
the next 20 years, the net present value of the net cash flows required to pay for the capital program 
between 2002 and 2021 was calculated, using a discount rate of 4%. The NPV of this cash flow is ($- 
46,400,000). 
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The annual payment required to discharge this calculated debt was then computed based upon the same 
twenty year period (2002 — 2021) assuming an interest rate of 4%. The calculated annual payment, if 
payments begin in 2002, is $3,414,000 per year’. 


Note: For ease of calculation and to simplify the presentation of the model we have assumed that all of 
the capital projects are bonded with a single all encompassing debt issue. In reality it is extremely 
unlikely that all of these projects would be bonded simultaneously. Standard financial practices would call 
for creating individualized financing programs for each of the projects as they come on-stream. 
Consequently, in this presentation, the actual cash flow projected by the model is overstated by 
approximately $1-1.5M during the early years of this forecast and understated during the later years. In 
the Financing Considerations section below, FACTS makes a preliminary attempt at assessing the impact 
of a full financing program. See the Appendix for a more detailed analysis of the economic implications of 
these investments. 


The next table shows the anticipated costs for each of these capital projects, and the year in which these 
costs are projected to be incurred. These costs are payments to architects, contractors, etc. and do not 
reflect the actual cash outflow experienced by the town. The actual outflow is determined by the actual 
principal and interest payments of each debt service package. 


Flood 
Ambrose Muraco Lynch vo WHS Program 
2002 0 0 0 0 0 0 
2003 (247,597) 0 0 0 0 (320,000) 
2004 (541,619) 0 0 0 0 (700,000) 
2005 (336,577) (231,354) 0 0 0 (435,000) 
2006 (432,421) (506,087) 0 0 0 (558,871) 
2007 (2,324,217) (314,497) (245,789) 0 O (3,003,871) 
2008 (3,870,451) (404,054) (537,663) 0 0 (5,002,258) 
2009 (4,178,200) (2,171,745) (334,119) (333,100) O (5,400,000) 
2010 (951,701) (3,616,543) (429,264) (728,657) O (1,230,000) 
2011 O (3,904,103) (2,307,245) (452,808) (655,247) 0 
2012 0 (889,268) (3,842,187) (581,750) (1,433,352) 0 
2013 0 O (4,147,689) (3,126,844) (890,726) 0 
2014 0 0 (944,751) (5,207,041) (1,144,370) 0 
2015 0 0 O (5,621,066) (6,150,864) 0 
2016 0 0 O (1,280,354) (10,242,853) 0 
2017 0 0 0 O (11,057,288) 0 
2018 0 0 0 0 (2,518,605) 0 
2019 0 0 0 0 0 0 
2020 0 0 0 0 0 0 
2021 0 0 0 0 0 0 


1 For ease of calculation and to simplify the presentation of the model we have assumed that all of the capital projects are bonded 
with a single all encompassing debt issue. In reality it is extremely unlikely that all of these projects would be bonded 
simultaneously. Standard financial practices would call for creating individualized financing programs for each of the projects as 
they come on-stream. Consequently, in this presentation, the actual cash flow projected by the model is overstated by 
approximately $1-1.5M during the early years of this forecast and understated during the later years. In the Financing 
Considerations section below, FACTS makes a preliminary attempt at assessing the impact of a full financing program. See the 
Appendix for a more detailed analysis of the economic implications of these investments. 
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The next table shows the anticipated reimbursements for each of these capital projects, and the year in 
which these reimbursements are projected to be received. Note that there are additional reimbursements 
anticipated in the years beyond 2021. 


Ambrose Muraco Lynch VO WHS Flood Program 
2002 0 0 0 0 0 0 
2003 0 0 0 0 0 0 
2004 0 0 0 0 0 0 
2005 0 0 0 0 0 0 
2006 0 0 0 0 0 0 
2007 0 0 0 0 0 0 
2008 269,009 0 0 0 0 347,674 
2009 538,019 0 0 0 0 695,348) 
2010 538,019 251,362 0 0 0 695,348) 
2011 538,019 502,724 0 0 0 695,348) 
2012 538,019 502,724 267,045 0 0 695,348) 
2013 538,019 502,724 534,090 0 0 695,348) 
2014 538,019 502,724 534,090 361,907 0 695,348) 
2015 538,019 502,724 534,090 723,814 0 695,348) 
2016 538,019 502,724 534,090 723,814 711,913 695,348) 
2017 538,019 502,724 534,090 723,814 1,423,826 695,348) 
2018 538,019 502,724 534,090 723,814 1,423,826 695,348) 
2019 538,019 502,724 534,090 723,814 1,423,826 695,348) 
2020 538,019 502,724 534,090 723,814 1,423,826 695,348) 
2021 538,019 502,724 534,090 723,814 1,423,826 695,348) 


FINANCING CONSIDERATIONS 


FACTS conducted a simplified analysis of the effect of a series of twenty-year borrowings on the debt 
service costs (principal and interest) to fund the entire capital program above. Assuming that each year, 
the Town borrows the funds necessary to meet that year’s cost of the capital program, and that the 
borrowing is amortized over 20 years at 4.5%, annual debt service costs for the entire program would be 
as follows: 


2003 2004 2005 2006 2007 2008 2009 2010 
Debt Service P&l (43,635) (139,086) (216,187) (331,300) (783,975) (1,491,062) (2,350,830) (2,771,452) 
Total Total Total 
(2002-2010) (2011-2020) (2021-2036) 
Debt Service P&l (8,127,527) (39,784,602) (6,446,281) 


The next chart summarizes yearly debt service costs under these assumptions. 
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Typical Financing Program: Annual Principal & Interest Debt Load 
(EFPBC Capital Program and Flood Control Program) 
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«e» Net Annual Debt Load 


The above chart includes a variety of assumptions, e.g. that interest rates remain flat over the period at 
4.5%, that every two years a school project is finished, and that every two years another school project 
starts. This analysis also assumes that the flood control program is financed on a basis similar to the 
schools. In fact, if federal approval is obtained to reimburse the Town for 7596 of the project's cost, 
reimbursements will come much sooner and the situation will improve. If, however, the flood control 
project does not receive federal reimbursement approval, the Town will likely be forced to proceed with 
the project with no reimbursement, and the situation will be worse. 


This preliminary analysis indicates that the net cost to the town of funding these projects one at a time 
would be $8.1 million during the first eight years as opposed to the roughly $27 million that would be 
required under a single all encompassing financing as described above. Additional analysis and 
scenarios are available in the Appendix. 


IT Implementation Analysis 


Well in excess of $1 Billion will flow through the town's accounts in the next 20 years. The town is in the 
process of upgrading its Management Information Systems to keep better records, make records and 
results more visible within the Town, process repetitive transactions more quickly, analyze trends, and 
prepare budget documents. 


The next scenarios examine the effect of a substantial upgrade in the Town's MIS capability over the next 
four years, assuming an annual expenditure of $250,000 per year in each of the next four fiscal years. 
The figure of $1 Million has been provided to the FACTS from a number of estimates already received by 
Town officials to make this upgrade, which not only involves hardware and software, but substantial 
training and education before the upgrade will be effective. 
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The IT Implementation Scenario is summarized in the chart below. These scenarios assume that the 
balance of the school reconstruction program and the flood control project for that part of the Aberjona 
River below the Duck Pond will be completed. These scenarios contain all of the assumptions of the prior 
scenarios. 


Conservative and Optimistic Base Cases, with Fee Adjustments, Completion of Capital 
Program, and Initial Implementation of MIS Upgrade 


2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 
0 

"A Optimistic Base Case 

(2,000,000) Optimistic MEC A 


with Capital Capital Program, Initial Implementation 
(4,000,000) Ñ of MIS Upgrade. 
(6,000,000) > 


(8,000,000) 


Conservative Range of Likely Outcomes (With Fee 
(10,000,000) with Capital Increases, Completion of Capital Program 
and MIS Program) 
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Conservative Base Case 
(14,000,000) With Fee Adjustments, Completion of 
Capital Program, Initial Implementation 


(16,000,000) of M pgrad 


Year 


Scenario 5 Scenario 6 ===» Scenario 7 (Including MIS Program) === Scenario 8 (Including MIS Program) 


As the chart above confirms, the addition of the MIS program will have a modest impact on the Town's 
overall financial position. The shaded area in the chart, labeled "Range of Likely Outcomes" shows the 
range of financial results the Committee believes is likely over the next decade, including the fee 
adjustments and the capital program in their entirety. The chart also shows the results from the previous 
scenario for comparative purposes. 


MIS Program 
Conservative Optimistic Implementation 

2001 (0) (0) 

2002 (6,780,164) (4,749,667) (250,000) 
2003 (8,217,565) (5,996,121) (250,000) 
2004 (9,646,311) (6,326,966) (250,000) 
2005 (10,960,127) (6,529,378) (250,000) 
2006 (12,795,786) (6,509,470) 

2007 (13,038,369) (6,759,282) 

2008 (14,157,544) (7,145,712) 

2009 (15,395,425) (7,603,383) 

2010 (16,761,225) (8,138,566) 
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Section 27 - Recommendations 


As part of the data collection effort, the FACTS Committee gathered a substantial list of recommendations 
for improvement from Department heads, appointed and elected officials, and townspeople. Given the 
time frame for the FACTS Committee effort, it has not been possible to fully investigate and analyze all 
recommendations. However, the Committee felt that it was important to analyze the recommendations in 
a preliminary way and to begin to identify the appropriate next steps in pursuing these opportunities. 


The FACTS Committee was created to answer specific questions from the Selectmen, so the findings and 
recommendations have been organized accordingly. The recommendations are divided into five sections 
which parallel the overall structure of the FACTS Report. Each section responds directly to one or more 
of the revised questions that the Selectmen asked the FACTS Committee to address, namely: 


e How does Winchester compare to other towns? 

e What is Winchester's current financial situation and what are the key drivers of this situation? 
e Are there new ways in which the Town and schools can and should increase revenues? 

e How can Winchester reduce costs, improve quality and increase accountability? 


e Are there ways in which the Town and schools should change their operations and 
procedures or service delivery so as to minimize costs or improve quality? Are there new 
programs or services which the Town and schools should offer? 


e Are there procedures in place that provide for a full accounting of all town and school 
expenditures, and how effective have these procedures been? 


e What is Winchester's economic future? Are there costs which confront us now and in the coming 
years and make necessary some form of tax increase? 


Each section is introduced by a brief summary of findings that the recommendations are intended to 
address. Where appropriate, the sections are also divided into two sub-sections; the first describes 
recommendations, which should be pursued immediately, while the second sub-section contains 
recommendations, which require further investigation and analysis before any action can be taken. 
Certain sections also contain "Other Ideas" which were interesting suggestions proposed to the FACTS 
Committee but which were not studied in depth. The FACTS Committee does not necessarily endorse 
these suggestions but includes the more interesting thoughts. 
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How does Winchester compare to other towns? 


FINDINGS 


WINCHESTER RANKS IN THE TOP 596 OF TOWNS IN THE COMMONWEALTH ON MEASURES OF WEALTH. (14" ON 
PER CAPITA INCOME, 15'" ON AVERAGE HOME VALUE) 


WINCHESTER'S PER CAPITA SPENDING IS 76'" IN THE STATE. THE AVERAGE OF THE 22 COMPARISON TOWNS IS 
2296 HIGHER THAN WINCHESTER 


WINCHESTER IS THE 341°" TOWN (OUT OF 351) IN THE COMMONWEALTH IN TERMS OF SQUARE MILES OF LAND. 
WINCHESTER IS THE 31% MOST DENSELY POPULATED TOWN. 


AVERAGE HOUSING PRICES HAVE INCREASED 6096 IN THE PAST 6 YEARS WITH PARTICULAR ESCALATION ON 
MORE EXPENSIVE HOMES 


WINCHESTER IS NEAR THE BOTTOM OF THE 22 COMPARISON TOWNS ON PER CAPITA STATE AID RECEIVED 

DUE TO THE LIMITED AND DECLINING COMMERCIAL BASE IN WINCHESTER, RESIDENTAL TAX PAYERS ASUME 8796 
OF THE TOTAL TAX BURDEN. BY COMARISON RESIDENTIAL TAXPAYERS IN NEIGHBORING TOWNS PAY 
SUBSTANTIALLY SMALLER PERCENTAGE (E.G. LEXINGTON - 7796, BURLINGTON 48%) 


THE COMMERICAL TAX BASE IN WINCHESTER HAS DECLINED FROM 1396 IN 1983 TO 696 TODAY 


WINCHESTER'S TAX RATE ($12.92 PER $1,000 OF HOME VALUE) IS IN THE MIDDLE OF THE 22 COMPARISON 
TOWNS 


WINCHESTER IS ENVIRONMENTALLY THREATENED BY POTENTIAL FLOODING FROM THE ABERJONA RIVER 


FINDINGS - EDUCATIONAL 


WINCHESTER RANKED 9" iN 1999 COMBINED MCAS STATEWIDE 
WINCHESTER'S PER PUPIL SPENDING ON EDUCATION IS 91°" IN THE STATE 


93% OF TOWN STUDENTS TOOK SAT'S WITH AN AVERAGE SCORE OF 1128. STATEWIDE 67% TOOK THE TEST 
WITH AN AVERAGE SCORE OF 1009 


89% OF WINCHESTER STUDENT'S SCORED 3 OR ABOVE ON ADVANCED PLACEMENT EXAMS COMPARED TO 71% 
STATEWIDE 


85% OF WINCHESTER THIRD GRADERS WERE RATED AT "PROFICIENT" OR "ADVANCED" COMPARED TO 68% 
STATEWIDE 


WINCHESTER SPENDS $7,113 PER STUDENT CMPARED TO A STATEWIDE AVERAGE OF $6,684 


95% OF WINCHESTER STUDENT'S ATTEND PUBLIC SCHOOL. THE PERCENTAGE IS HIGHER IN THE LOWER GRADES 
AND LOWER IN MIDDLE AND HIGH SCHOOL 


WINCHESTER MAINTAINS COMPETITIVELY LOW CLASS SIZES ESPECIALLY IN THE ELEMENTRY GRADES 
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MASSACHUSETTS HAS RECENTLY ENACTED A CHANGE IN SPECIAL EDUCATION REQUIREMENTS FROM "MAXIMUM 
FEASIBLE BENEFIT" TO "FREE AND APPROPRIATE PUBLIC EDUCATION". IT IS UNCLEAR WHETHER THIS CHANGE 
WILL REDUCE WINCHESTER'S SPECIAL EDUCATION SPENDING 


APPROXIMATELY 1296 OF WINCHESTER'S STUDENTS QUALIFY FOR SOME SORT OF SPECIAL EDUCATION BENEFIT. 
SPECIAL EDUCATION SPENDING CONSUMES 2296 OF THE EDUCATION BUDGET AND NEARLY 1096 OF THE OVERALL 
TOWN BUDGET 


SPECIAL EDUCATION COSTS IN WINCHESTER HAVE INCREASED 68% FROM 1990 TO 1998 COMPARED TO A 42% 
AVERAGE FOR 16 OTHER COMMUNITIES WHICH SHARE EDUCATIONAL DATA (THE EDCO COLLABRATIVE) 


WINCHESTER IS SIGNIFICANTLY BEHIND STATE AVERAGES IN TERMS OF THE RATIO OF AVAILABLE COMPUTERS TO 
STUDENTS 
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What is Winchester's current financial situation? 


FINDINGS 


WINCHESTER'S "LEVY LIMIT" (THE RATIO OF TAXES COLLECTED TO TOTAL PROPERTY VALUE) HAS FLUCTUATED 
BETWEEN 1.3 AND 1.596 DURING THE PAST 15 YEARS 


THE TOWN'S "LEVY CEILING" (272% OF THE TOTAL PROPERTY VALUE) IS $25 MILLION HIGHER THAN THE "LEVY 
LIMIT" 


A SIGNIFICANT PORTION OF THE TOWN'S OPERATING EXPENSES ARE NOW COVERED BY "REVOLVING FUNDS” 
WHICH COLLECT FEES FOR SPECIFIC SERVICES (E.G. RECREATION DEPARTMENT SERVICES, ATHLETIC FEES, 
ETC.) REVOLVING FUNDS ARE AN INCREASINGLY IMPORTANT REVENUE SOURCE 


REVOLVING FUNDS ARE ACCOUNTED FOR SEPARATELY AND ARE NOT CONSIDERED PART OF THE TOWN'S 
OFFICIAL BUDGET 


WINCHESTER IS ONE OF THE FEW TOWNS IN THE STATE TO USE A "CHAPTER 110” SYSTEM OF ACCOUNTING FOR 
WATER AND SEWER TAXES. UNDER THIS SYSTEM A PORTION OF THE WATER AND SEWER EXPENSES ARE ADDED 
TO THE GENERAL PROPERTY TAX RATE. THIS ALLOWS THEM TO BE DEDUCTED ON RESIDENT'S FEDERAL TAX 
RETURNS 


TOWN REVENUE AND EXPENSES HAVE INCREASED FROM ROUGHLY $32M IN 1990 TO $51M IN FISCAL 2000 
STATE AID HAS GROWN DRAMATICALLY SINCE 1995. |T HAS INCREASED AT AN AVERAGE RATE OF 11.4% PER 
YEAR (IT IS CURRENTLY 10.696 OF THE TOTAL BUDGET). IT IS UNCERTAIN WHETHER THE TOWN CAN EXPECT THIS 
GROWTH RATE TO CONTINUE 


MOTOR EXCISE TAXES HAVE GROWN AT 7.296 PER YEAR (IT IS CURRENTLY 5.896 OF THE TOTAL BUDGET) 


THE TOWN IS RECEIVING AN INCREASING FRACTION OF ITS REVENUE FROM USER FEES (BUILDING PERMITS, 
AMBULANCE SERVICES, ETC. 


TRANSFER STATION REVENUES HAVE INCREASED FROM RESIDENTS BUT DECLINED FROM COMMERCIAL HAULERS 
AS THE TOWN HAS RAISED FEES OVER THE PAST FIVE YEARS 


ON AN ANNUAL BASIS, THE TOWN HAS CONTRIBUTED AN UNEVEN AMOUNT TO "STABILIZATION ACCOUNTS". 
STABILIZATION ACCOUNTS ARE DESIGNED TO PROMOTE SAVINGS FOR FUTURE CONTIGENCIES SUCH AS CAPITAL 
IMPROVEMENT 


EDUCATION IS AN INCREASING FRACTION OF THE TOWN BUDGET, IT NOW TOTALS NEARLY 4896 OF THE TOTAL 
BUDGET 


SPECIAL EDUCATION COST ARE GROWING MUCH FASTER THAN REGULAR EDUCATION COSTS AND ACCOUNT FOR 
IN EXCESS 2096 OF THE TOTAL EDUCATION BUDGET 


SCHOOL ENROLLMENT HAS INCREASED 1896 IN THE LAST DECADE TO 3,288 STUDENTS 
SCHOOL ENROLLMENT HAS THE POTENTIAL TO INCREASE TO 3,618 STUDENTS IN 2004 
OWING TO OUR LONG TERM PARTICIPATION IN THE NEW ENGLAND SOLID WASTE CONSORTIUM (NESWC) THE 


TOWN PAYS HIGHER DISPOSAL FEES PER TON THAN OTHER TOWNS. THE NESWC CONTRACT CONCLUDES IN 
2005, WHEN WE EXPECT DISPOSAL COSTS TO DECLINE SIGNIFICANTLY 
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DEBT SERVICE IN THE TOWN HAS DECLINED FROM 5.496 IN 1990 TO 2.496 PRESENTLY REFLECTING THE TOWN'S 
DECLINING RATE OF CAPITAL INVESTMENT. MUCH OF THE INCREASE IN EDUCATION COSTS HAS BEEN FUNDED 
THROUGH A REDUCTION IN CAPITAL EXPENSES 


CAPITAL SPENDING IS LESS THAN 1.496 OF THE CURRENT BUDGET. THIS FIGURE IS BELOW ANY COMPARABLE 
INDUSTRY NORMS 


THE TOWN DOES NOT MAINTAIN A COMPREHENSIVE LOG OF CAPITAL EQUIPMENT 


WINCHESTER HAS BEEN DILIGENT ABOUT FUNDING ITS PENSION LIABILITIES. WE EXPECT TO SEE A SIGNIFICANT 
DELCINE IN OUR ANNUAL CONTRIBUTIONS BEGINNING IN 2008 


THE TOWN HAS AN EXTREMELY OLD CAPITAL ASSET BASE WHICH IS IN NEED OF SIGNIFICANT REPAIR 
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How can Winchester increase revenue? 


FINDINGS 


THERE ARE WAYS IN WHICH THE TOWN AND SCHOOLS CAN AND SHOULD INCREASE REVENUES 


WHILE THERE ARE POTENTIAL SOURCES OF INCREMENTAL REVENUE THERE ARE NO OBVIOUS SOURCES OF 
REVENUE THAT WOULD CONTRIBUTE MORE THAN A FEW PERCENT TO THE OVERALL REVENUE STREAM 


OVER THE PAST 15 YEARS THE TOWN HAS BECOME INCREASINGLY RELIANT ON THE USE OF DIRECT FEES AND 
VOLUNTEER CONTRIBUTIONS IN KIND TO SUPPLEMENT SLOWLY GROWING TAX REVENUE 


WITH PROPERTY TAX GROWTH RATES CAPPED THE TOWN HAS RELIED ON INCREASED STATE AID TO FUND MANY 
PROGRAMS 


WE DO NOT AGGRESIVELY CAPTURE ALL "NEW GROWTH" OPPORTUNITIES 
MANY TOWNS HAVE MORE AGGRESSIVE FEE STRUCTURES THAN WINCHESTER 


IN RECENT YEARS, THE TOWN HAS USED ONE-TIME SALES OF TOWN LAND TO FUND CURRENT OPERATING 
EXPENSES 


WITH REASONABLE ADJUSTMENTS THE CEMETERY COULD APPROACH A "SELF FUNDED" STATUS 


RECOMMENDATIONS FOR IMMEDIATE ACTION 


INCREASE THE BUILDING PERMIT FEE TO $15.00 PER $1,000 VALUATION 


IN THOSE CASES WHERE WORK THAT IS NOT PROPERLY PERMITTED IS IDENTIFIED, BUILDING PERMIT FEES 
SHOULD BE DOUBLED, TO $30.00 PER $1,000 VALUATION 


CONTINUE THE RECENTLY IMPLEMENTED FIRE DEPARTMENT FEE SCHEDULE 
THE COMMITTEE PROPOSES RESIDENTIAL PERMIT FEES FOR TRASH DISPOSAL BE INCREASED BY $25, TO $125 
FOR THE FIRST VEHICLE AS OF JAN. 1, 2001. THE COMMITTEE RECOMMENDS COMMERCIAL FEES, SECOND/THIRD 


VEHICLE FEES, AND LOW-INCOME FEES REMAIN UNCHANGED 


CAPTURE REVENUE FROM NEW GROWTH 


BE MORE AGGRESSIVE IN PURSUING GRANT OPPORTUNITIES. FOCUS RESOURCES ON APPLYING FOR GRANTS 


RECOMMENDATIONS FOR FURTHER STUDY 


HIRE FIREFIGHTERS WHO ARE ALSO PARAMEDICS | 


The Fire Department is in a period of transition from an organization focused almost exclusively on fire- 
suppression events to one that deals with a wide variety of emergencies, particularly medical 
emergencies. In order to prepare for the future we recommend that all new hires for the Fire Department 
be “paramedics”. Currently the Fire Department provides basic ambulance service but Advanced Life 
Support Service (“ALS”--paramedic-level emergency care) is provided by a private organization, 
Armstrong Ambulance Service. In order to provide ALS "in house”, newly hired firefighters would require 
paramedic certification; other communities are increasingly doing this. It currently costs the same to hire 
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new firefighters whether they are certified or not. Thus, the FACTS Committee recommends that all new 
firefighters be paramedic certified. While the list of qualified candidates would become narrower at first, 
which might cause a near-term inability to hire local firefighters, the list would broaden again in time as it 
becomes commonly understood that paramedic training is a requirement. The Committee further 
recommends that the Town study the full financial and operation impact (including capital costs) of adding 
ALS services to the Town. The feasibility of providing ALS services may be affected by payment policies 
of Medicare and private health insurers, but it appears that ambulance revenues (presently $123,000) 
could be doubled if we did not outsource Advanced Life Support to Armstrong Ambulance 


THE TOWN SHOULD AGGRESSIVELY INVESTIGATE ALTERNATIVE SOLUTIONS TO FUNDING TRASH DISPOSAL, SUCH 
AS “PAY AS YOU THROW” PROGRAMS 


While the Committee had insufficient information to evaluate the costs and benefits of such programs for 
Winchester, it has found that the municipal use of alternative approaches is on the rise. Such programs 
might enhance the existing trash disposal system and, without question, during the next four years, as the 
community prepares for the expiration of the NESWC contract, might serve as a model solution for the 
future. At the conclusion of the NESWC contract, likely savings in trash disposal costs will potentially 
serve as a resource that has been freed up for redirection to other expense areas. FACTS recommends 
that the Town examine the presumption that it should be providing trash disposal services in the future, or 
whether these services should be privatized. 


CONSIDER INCREASES IN FEES AT WILDWOOD 


REVIEW CONTRIBUTION BY PERPETUAL CARE ACCOUNT 


PURSUE REVENUE FROM "PILOT" (PAYMENT IN LIEU OF TAXES) 


Within the confines of the Town of Winchester exist over 200 parcels that are exempt from property tax. 
Represented in this mix are U.S. Government and Commonwealth of Massachusetts-owned land, Town 
of Winchester properties, non-profit schools, churches, charitable organizations, clubs, and the local 
hospital. While individual institutions do periodically make voluntary contributions to the community 
coffers, there exists no formal policy in this area. The opportunity does exist for the creation of formal 
policies and guidelines, but the Committee notes that there is minimal opportunity here to substantially 
increase revenues. FACTS does believe that it would be worthwhile to pursue a more beneficial 
agreement with Winchester Hospital, one that more formally takes into account the cost of services the 
Town provides to the hospital. 


PURSUE SALE OF LAND OPPORTUNITIES BUT DO NOT USE PROCEEDS FROM LAND SALES TO FUND CURRENT 
OPERATING NEEDS 


Short of declaring additional town-owned properties, forests, and conservation lands excess, the Woburn 
Loop is the only remaining significant source of town-owned land. Even using very optimistic pricing 
assumptions ($10-12/sq. ft., representing recent pricing experience), less than $1 million remains in this 
resource. If this land is sold, FACTS believes that proceeds from the sale of a permanent resource should 
be applied to long-term capital or stabilization needs, not to ongoing operating expenditures. 


ESTABLISH A “FUND FOR WINCHESTER” | 


There can be no dispute that the current economic boom has not applied to everyone in Winchester, and 
that there is a significant number of people for whom even the current level of property taxes is a heavy 
burden. The Town must do all it can to help those who suffer hardship as a result of this burden. There is 
an operation in our neighboring town called the "Fund for Lexington" which provides financial help for 
citizens who need it. The Town's leaders should be aware of that fund and emulate it. As one veteran 
political activist whom we interviewed put it, "if you ask the people, they will give. You just have to ask." 
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There is currently a trust fund under the control of the Selectmen (the “Asa Fletcher Fund") which has a 
charter that could begin to meet some of these needs, and perhaps serve as the starting point for a "Fund 
for Winchester”. The FACTS Committee recommends that the Selectmen or Town Meeting appoint a 
Committee to study this matter further. 


PURSUE REVENUES FROM THE STATE (AND OTHER GOVERNMENT SOURCES) MORE AGGRESSIVELY | 


The Town, through its state legislators, should aggressively seek state funding for services that qualify for 
local aid. In particular, the Town should: 


e Pursue a policy of state aid for Winchester that fairly reimburses the Town for State mandated 
programs, particularly SPED. 


e Provide an annual forum for elected officials who represent the Town in the Legislature to 
describe how taxes received by the State from residents of Winchester are returned to the Town 
through various forms of State Aid. 


e Determine how to support grant writing. 


THE TOWN SHOULD HAVE A VOICE AT THE STATE LEVEL, BUT MUST HAVE A REALISTIC PERSPECTIVE OF ITSELF 
RELATIVE TO STATE GOVERNMENT 


The level of State Aid, level of State Education Grants, and the implementation of Different Forms of 
Taxation are generally not in the control of the Town. The ballot box and our state legislature have 
provided only limited options on these issues. Winchester is in a class of towns that must adhere to state 
mandates but is likely to receive less support from the state for doing so, given the town's relatively high 
per capita income. However, it is not unrealistic to assert that for Special Education, the key state 
mandate that drives local education expenses, the Town could be in a position to argue that the unique 
(and costly) needs of this student population deserve equal reimbursement across towns. Delivery of 
services in this mandated category should not be held subject to local levy limits, and meeting this state 
policy should not jeopardize a town's other services (such as Regular Education and town municipal 
services), regardless of its local profile. When the legislation requiring towns to deliver these services 
was originally established, the state's intent was to provide full funding to towns for its implementation. 
Last year, the state reimbursed only 17% of those costs. The new state legislation has improved this 
percentage reimbursement, but is still not at 10096. 
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How can Winchester reduce costs, improve quality and increase accountability? 


FINDINGS 
THERE ARE OPPORTUNITIES TO REDUCE TOTAL TOWN COSTS BY COMBINING AND REDESIGNING SERVICES 


The are some ways in which the Town and schools should change their operations and procedures or 
service delivery so as to minimize costs. Certainly, some opportunities exist to re-think practices and gain 
efficiencies within departments, and these opportunities become even greater at the Town or School level 
— or the Town AND School level — where activities might be re-designed or combined. 


THE TOWN WILL EXPERIENCE SOME RELIEF WHEN NESWC EXPIRES AND WHEN WE HAVE COMPLETED FUNDING 
OF THE MUNICIPAL RETIREMENT PLAN 


There are a few known opportunities to reduce expenses. The Town has nearly reached full funding of 
the Municipal Retirement Plan, and the end of NESWC is only four more years away. Each of these 
milestones should provide moderate pressure relief for near term operating expenses. 


THE TOWN SHOULD EXPECT CONSIDERABLE ON-GOING INVESTMENT IN WATER AND SEWER INFRASTRUCTURE 


THE TOWN DOES NOT HAVE A PROGRAM FOR MAINTAINING ITS ROADS AND SIDEWALKS. REPAIR AND 
MAINTENANCE IS LIMITED TO FUNDS GENERATED FROM STATE PRORAMS 


OWING TO CURRENT PERSONNEL POLICIES IN MANY CONTRACTS, DEPARTMENTS PAY SIGNIFICANT AMOUNTS OF 
OVERTIME TO MAINTAIN STAFFING LEVELS 


Many of the Town departments have vacation and sick leave policies which would be considered 
generous in the private sector. The levels do not appear to be out of line with comparative municipalities 
however. Nonetheless, these policies create staffing shortages particularly in the public safety 
departments which require full complements at all times to operate properly. To maintain full strength 
department heads are forced to pay overtime for supplemental personnel. Some department heads have 
suggested hiring extra personnel to reduce the overtime requirements. 


THE TOWN HAS VIRTUALLY NO INFORMATION TECHNOLOGY. THE SYSTEMS ARE OLD AND INADEQUATE. THERE 
ARE INSUFFICIENT TECHNICAL RESOURCES TO SUPPORT AND EXTEND THE USE OF TECHNOLOGY. 


Almost all of the Town departments are using extremely old technology. This reduces the opportunity for 
automation and increases the cost of operating this technology. Moreover, the lack of trained technical 
personnel makes acquiring new technology problematic since the necessary skills to operate and 
enhance new systems is not resident within the Town structure. 
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THE LACK OF TECHNOLOGY MAKES IT VIRTUALLY IMPOSSIBLE FOR THE TOWN TO DEVELOP FINANCIAL ANALYSES 
OR PROJECTIONS. 


THE TOWN HAS A SIGNIFICANT DEFICIT IN ITS LONG RANGE PLANNING PROCESSES 
THE TOWN NEEDS A MORE CENTRALIZED APPROACH TO PLANNING 


THE TOWN DOES NOT HAVE A SINGLE STRATEGIC PLAN WHICH EMBRACES FIANCIAL PLANNING, SPACE PLANNING, 
ECONOMIC DEVELOPMENT, EDUCATION OBJECTIVES, ETC. 


THE TOWN WILL BE UNABLE TO IMPLEMENT THE FINDINGS OF THE FACTS REPORT WITHOUT DEVOTING 
DEDICATED RESOURCES 


The FACTS Report recommends sweeping changes in the way we plan, measure and organize our Town 
and its services. To carry out these recommendations will require a committed staff effort to transform the 
broad statements of the report into detailed action plans. This burden cannot fall solely on the elected 
boards for they lack the time or resources to examine and extend the FACTS findings. 


THE TOWN DOES NOT HAVE A UNFIED MEASUREMENT SYSTEM TO QUANTIFY TOWN PERFORMANCE AGAINST 
GOALS, COMPARISON TOWNS OR "BEST PRACTICES". 

The town and schools should improve their planning, budgeting and analytic processes to support more 
effective decision-making and more efficient resource allocation. The FACTS Committee agrees with the 
Selectmen, Town Manager, department heads, members of town committees and boards and many 
citizens who have expressed concern that the current annual budgeting process is not an effective way to 
set goals or allocate resources. A planning process should be implemented which includes a longer time 


horizon, clearer structure and thoughtful guidelines; this process must be supported by adequate 
resources and effective communication. 


THE TOWN SPENDS A VERY LOW PERCENTAGE OF ITS BUDGET ON CAPITAL AND ON REPAIR AND MAINTENANCE 
COMPARED TO INDUSTRY STANDARDS AND TO SIMILAR TOWNS 


THE WAY THE TOWN CAPTURES REVENUE AND EXPENSES IS VERY LIMITING. IT DOES NOT CAPTURE "PROGRAM" 
TYPE INFORMATION (E.G. "HOW MUCH DOES THE SCHOOL DEPARTMENT SPEND ON MATH") NOR DOES IT 
CAPTURE AND REPORT SIGNIFICANT SOURCES SUCH AS REVOLVING FUNDS IN A STANDARD WAY 


THE TOWN HAS MANY CRUCIAL ROLES AND FUNCTIONS THAT ARE DECENTRALIZED AND THEREFORE ARE 
PERFORMED IN A PART TIME MANNER WHICH LIMITS THEIR EFFECTIVENESS 


The Town's organizational structure has been virtually unchanged for more than 20 years. Presently, 
there are a variety of roles which are unfilled (technology management), heavily decentralized (human 
resources, purchasing, planning) or non-existent (communication). 


THE LACK OF INFORMATION FLOWING FROM THE TOWN HAS CREATED A CHALLENGING SITUATION. THE TOWN 
MUST IMPROVE ITS EFFORTS TO PROVIDE ACCURATE AND TIMELY INFORMATION TO CITIZENS 


There are many opportunities to improve procedures for a full accounting of all town and school 
expenditures. The Town and Schools should make every effort to ensure that townspeople have access 
to the most clear and accurate information so that they can understand and support Town and School 
activities via an informed voting process. There are many barriers to providing clear information: the 
Town and School operations are complex; the existing accounting system is not very flexible; Town and 
Schools officials are stretched to meet operational responsibilities and have difficulty finding the time or 
process for more communication. However, too little communication and lack of detailed information has 
created a degree of mistrust and concern among townspeople, the Town and the Schools. The FACTS 
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Committee strongly recommends that a priority be placed on communication and availability of 
information. The townspeople, Town and Schools cannot form an effective alliance to address the 
problems we collectively face unless we develop a greater level of understanding, trust and mutual 
respect. 


TOO MUCH INSTITUTIONAL KNOWLEDGE IS LOST FROM YEAR TO YEAR DUE TO CHANGING PARTICIPANTS AND LACK 
OF FORMAL SYSTEMS 


Because much of the institutional knowledge is lost from year to year, too much of the political energy of 
the Town is consumed in an annual rehash of historical factual information that relates to the Town's 
operation. This expenditure of energy on rediscovering factual information polarizes groups within the 
Town and keeps the level of discussion in political bodies at much too low a level to make strategic 
choices that can have lasting positive impacts on the Town, 


THE LACK OF CLEAR FINANCIAL POLICIES PRODUCES NEEDLESS EFFORT DURING THE BUDGETING AND PLANNING 
PROCESS 


To determine if there are “unavoidable costs, crucial to the quality of life in this residential community", the 
Town will need to establish policies to capture and express its priorities and values. Better processes and 
clearer guidelines should be required as part of the Town and School planning, budgeting and operations. 
Good, committed people work hard every year but too often they "start from scratch"; as a result, 
experience may be lost and principles may be unclear. Clearer policies will help define how and when tax 
increases are required, and will make the choice to pursue overrides (when proposed) clearer for the 
voters. 


Almost all financial decisions within the Town are delivered in an ad hoc "one-of" manner. The Town has 
no clear guidelines on spending, depreciation, capital replacement, reporting, student ratios, etc. 
Accordingly, it is impossible to determine in a coherent manner what financial dictates the Town has 
followed year to year. This makes it difficult for citizens to determine, for example, whether this year's 
capital spending is in line with our standard "best practices" or if we have made a conscious decision to 
reduce capital in favor of another initiative. Along with the confusion this creates, it also engenders a 
tremendous organizational stress since planners must "fight" for each expenditure rather than developing 
budgets and plans in accordance with expected principles. 


Another consequence of this approach is an increased "politicization" of the process. For example, under 
the current process the decision by the Selectman to place an override on the ballot is seen as a 
significant political statement. Rather this should be a simple administrative act whenever the budget 
requests exceed available funds to permit the voters to provide direct input into the process. 


ENROLLMENT PROJECTIONS CREATED BY THE FACTS COMMITTEE SUGGEST A SIGNIFICANT INCREASE IN 
SCHOOL POPULATION OVER THE COMING FIVE YEARS 


THE TOWN OPERATES ON A FAIRLY LEAN STAFF. MOST STAFFERS FIND IT DIFFICULT TO RESPOND TO NEW 
INITIATIVES. ROUTINE STAFF WORK IS OFTEN PERFORMED BY VERY SENIOR DEPARTMENT HEADS AND TOWN 
MANAGEMENT 


RECRUITING OF NEW STAFF PARTICULARLY NEW TEACHERS IS WORRISOME. LOOMING RETIREMENTS COUPLED 
WITH RISING SCHOOL POPULATION WILL REQUIRE RECRUITING AN UNPRECEDENTED NUMBER OF TEACHERS 
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RECOMMENDATIONS FOR IMMEDIATE ACTION - TECHNOLOGY 


SUBSTANTIALLY INCREASE THE AMOUNT OF INFORMATION TECHNOLOGY RESOURCES AVAILABLE TO THE TOWN | 


The use of Technology needs focus and management. Besides the current functions it is critical for the 
Town to appoint a Director of Information Technology to monitor the town's increasing dependence on 
technology and to guide the productive use of technology going forward. A new Director should be 
supplemented by a modest staff of IT professionals to address the diverse needs of the staff. At the 
moment the Municipal side of government has in excess of 200 full time professionals without a single 
dedicated IT support resource. 


PURCHASE A NEW ACCOUNTING SYSTEM | 


The town needs a new accounting system that provides centralization of the following functions: general 
ledger, payables, receivables, staffing, purchasing, time management, budgeting, reporting, etc. A new 
Human Resources system (with a centralized staffing database with all employees' salary, promotion and 
skill information) would also be valuable. Access to the system should be distributed to all departments. 
To the extent possible, the Town should select a standard municipal accounting package and modify its 
processes and chart of accounts to fit such a package, rather than customizing the software. 


DEVELOP A HISTORICAL "DATA WAREHOUSE" OF INFORMATION TO ALLOW FOR EASIER ANALYSIS AND 
PROJECTION | 


The new systems should allow the Town to build a centralized repository of historical spending, revenue 
and staffing information. This should include both actual and budgeted spending. It should also permit 
the development of on-line budgets and long-range plans. This concept is generally referred to as a "data 
warehouse". It provides a single source for all of the crucial operating data of the Town and coordinated 
resource for town planners and analysts to use to insure that all decisions are made from a common set 
of assumptions and operating facts which are broadly accessible. 


EVALUATE NEW GEOGRAPHIC INFORMATION SYSTEM (GIS) FOR MANY TOWN DEPARTMENTS | 
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RECOMMENDATIONS FOR IMMEDIATE ACTION - TRANSPARENCY 


MOVE TO "PROGRAM BASED" ACCOUNTING, BUDGETING AND REPORTING | 


Such a system would enable accounting and reporting by "programs". The Town engages in a wide 
variety of activities, or "programs", that can really be described as "businesses" but which are not 
accounted for in the terms normally associated with such entities. As a result, financial information 
related to these programs is not readily understandable to the public. For example, the Cemetery 
operation collects fees, draws down a trust fund, pays salaries and incurs Undistributed expenses for 
equipment, energy and personnel benefits, but nowhere in the Town's reporting system is there a "profit 
and loss statement" that ties all these areas together. Similarly, the Fire Department conducts an 
ambulance service that appears to be astoundingly profitable, until it is noted that every 5 or 6 years a 
new ambulance must be purchased for a significant 6-figure sum. The FACTS Committee has identified 
quite a number of such "programs" that should be accounted for in terms that are analogous to private 
enterprise accounting. 


The same approach would be useful within the Schools. For example, within the School Department 
there is no centralized reporting system to measure resources received and spent on programs such as 
Science or music, nor is there a vehicle to measure the effectiveness of these programs since they are 
not identified at budget time or tracked during the calendar year. The current "cost center" approach is a 
reasonable start but it is too coarse to actually measure the true activities of the various town 
departments. 


THE TOWN FINANCIAL REPORTS SHOULD SHOW ALL REVENUE AND EXPENSES | 


This means including revolving funds, grants, third party donations, donations in kind, etc. as core 
revenue and expense items. Right now, information is incomplete. The town does not have the entire 
picture of its financial position and its increasing reliance on non-property tax based revenue that is 
essentially "off the books". The actual Town spending is at least 1096 higher than what is depicted in the 
budget. The use and treatment of revolving funds should be standardized and they should become a real 
part of the budget process. Spending should be budgeted and detailed. Reporting on the use of 
revolving and enterprise accounts must be more complete and informative for Town Meeting members. 
Each revolving fund report should have three components: a balance sheet, including accrued expenses, 
a profit and loss statement, and a report on minimum and maximum cash balances. 


DIRECTLY ALLOCATE "UNDISTRIBUTED" FUNDS TO DEPARTMENTS WHERE POSSIBLE TO PERMIT FULL COST 
ACCOUNTING | 


The "Undistributed Accounts" are the indirect costs of Town employment, such as health and retirement 
benefits, which are associated with various Town programs but which are listed in the Budget in a 
summary account, without being assigned to specific programs. There are good reasons for handling 
such expenses in this fashion, but the FACTS Committee feels it would be a better practice to directly 
allocate these expenses to the program that generated them. With a couple of exceptions over which 
Winchester has no control, the Undistributed Accounts should be fully allocated to program and 
departments, so that sources and uses of funds are transparent to all, by program or activity. This may 
not be a practicable budgeting technique, but it would provide more visibility to the Undistributed 
Accounts if it were reported this way. 


PUBLISH A STANDARD SET OF REPORTS MONTHLY FOR BOTH TOWN MANAGEMENT AND CITIZENS | 


The new system would support the publication of a standard reporting package monthly or quarterly. This 
would provide selectman as well as town citizens an on-going view of expenditures but more importantly 
performance against goals and benchmark measures. The reporting package should have a significant 
amount of non-financial information to reflect both town management and citizen-based interests. 
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CONSIDER MORE PERSONALIZED REPORTING ON TAX BILLS | 


This system would also enable the Town to communicate with townspeople about town finances, perhaps 
as part of the tax bill, showing how much they contribute and how much they consume of town services. 
It would help people understand how they benefit and contribute to services so they would have a more 
accurate picture of Town and School revenue and expenses. lt also might be the basis for soliciting 
voluntary contributions. Such communication, via the annual tax bill, could be in the form of a pie chart 
included as part of the regular mailing. 


THE TOWN SHOULD ACCELERATE THE MOVE TO COMPLY WITH RECENT CHANGES IN THE STANDARDS ISSUED BY 
THE GOVERNMENT ACCOUNTING STANDARDS BOARD (GASB) 

At minimum it must revamp the way it currently portrays capital spending. Capital spending is now 
portrayed purely on how the Town chooses to finance an investment. Consequently, a vehicle that is 
purchased for cash has a much stronger impact on our operating budget than a vehicle that is acquired 
with a five-year debt. This is at variance with all Generally Accepted Accounting Principles (GAAP) which 
require that capital items be depreciated over a reasonable expected life. This allows all purchases to 
show the same impact on the budget and portrays a much more even year-to-year picture of 
performance. It is unreasonable to portray the Town as more frugal or successful because it chooses to 
finance a vehicle purchased in a different way or because it delays a purchase. The town is still 
consuming a fixed amount of the life of each asset each accounting period and the reporting should 
reflect this. As changes in GASB now require, the Town should have a central asset log of capital 
equipment. We could find no reliable town wide accounting of capital assets (i.e. equipment and fixed 
physical assets). Each department keeps various ad hoc logs with varying degrees of quality, with each 
using independent accounting methods. 


THE TOWN SHOULD ACTIVELY MEASURE THE IMPACT OF VOLUNTEERISM | 


A substantial amount of historical spending has been replaced or supplemented by an increased reliance 
on volunteerism. This should be measured and reflected in the planning and budgeting process. 
Contributions and gifts should also become a real part of the budget process. Budget and spending goals 
should be identified, and gifts should be reported. The Selectmen and School Committee should retain 
the right to accept gifts to the Town and the Schools, but Town Meeting should be informed of the use of 
those gifts after they have been received. 
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RECOMMENDATIONS FOR IMMEDIATE ACTION - COMMUNICATION 


STRENGTHEN ScHOOL DEPARTMENT COMMUNICATION | 


There can be little doubt that the School Department generates the most taxpayer interest and concern 
among all the departments, partly for reasons that are unavoidable, but partly for reasons that are well 
within their control. The FACTS Committee has identified several towns where the Schools communicate 
more effectively than Winchester does, and Winchester should emulate them. The School Committee, the 
Comptroller and the Finance Committee should come to agreement on a uniform format for reporting 
School financial information to the Town Meeting. This should include, at a minimum, a budget-to-actual 
report for the prior year, with an explanation of any account changes, and five-year trend information on 
general education, Special Education, technology, professional development and textbook costs. Full 
budgetary information, broken out by "programs" (e.g., Special Ed, World Languages, Math, Science, 
English, kindergarten), not just by schools, and by "FTE's" (full-time equivalents—so we can know how 
many administrators, nurses, aides, etc., there are in relation to classroom teachers in each school) and 
Revolving Accounts should be provided, and perhaps mailed with a newsletter to each taxpayer. The 
School Department should have annual or (preferably more frequent) communications to the Town to 
convey spending, mid-course budget changes, policy initiatives, etc. 


PUBLISH A "GUIDE TO TOWN FINANCES" TO STRENGTHEN TOWN-CITIZEN COMMUNICATION | 


The Town Manager's Office, with the cooperation of volunteers and/or a standing committee, should 
annually prepare a document with the working title of "A Guide to the Town of Winchester and Its 
Finances", in which basic information about the Town and its population, the Town's financial policies, 
budget process, income and expenditures and overall financial situation can be presented in a non- 
partisan manner. Each department should write a primer on the basic functions, services and issues 
facing their department as part of this document. It would also contain the Town's "financial policies" in 
one place, where they could be examined and debated. 


The goal of this document would be to make the Town's budget more "transparent" to the average citizen, 
enabling him or her to understand where the tax dollars are going. The document could be modeled on a 
report such as the one produced by Wellesley each year, and could easily be a synthesis of the Town 
Moderators 1998 memo to Town Meeting on the budget process, together with the introductory material 
to the Town Manager's budget and the Capital and Finance Committee reports. The guide would also 
serve as an institutional memory, a sort of "quality control" for Town Government. For example, if the 
"Guide" said that the budget process began in September with meetings between the Town Manager and 
Finance Committee, it would create some pressure for that to happen. If the Guide contained the "Formal 
Definition of a Capital Project”, it would create some pressure not mislabel large operating expenses as 
capital projects. 


THE TOWN SHOULD CREATE AND MAINTAIN A USEFUL AND CURRENT WEB SITE | 


The site can be used for information and transactions (such as transfer station permits, on-line 
registration for Recreation and Community Education classes, etc.) A Web site would allow Internet 
communication with the Town and its departments. The site could be monitored through the Town Clerk 
or the Town Managers office. The cost of building the Web site could be mitigated through the use of 
students who are adept at current technology. In fact, a co-op program of Winchester students advising 
Town employees on the use of computer technology would be a “win-win” opportunity for the Town and 
its students. The web site should be used to publish critical Town and School documents (such as land 
use master plan, EFPBC report, Departmental Planning templates, etc.) so they can be accessible. 


THE TOWN SHOULD TAKE FULL ADVANTAGE OF THE STATE'S DEPARTMENT OF REVENUE AND DEPARTMENT OF 
EDUCATION MANAGEMENT SERVICES REVIEW 
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RECOMMENDATIONS FOR IMMEDIATE ACTION - FINANCIAL AND OPERATING POLICIES 


REQUIRE BOTH MUNICIPAL MANAGEMENT AND THE SCHOOLS TO ADOPT AND PUBLISH FINANCIAL POLICIES. 
THESE SHOULD CONCERN FIXED SPENDING PERCENTAGES, COMMITMENTS TO CAPITAL SPENDING, AND GENERAL 
POLICIES CONCERNED WITH ISSUES SUCH AS SALE OF ASSETS 


The Committee recommends that the Town adopt specific financial policies and that the Town Manager 
and Finance Committee submit budgets which either comply with such policies or explain fully why they 
do not. The Committee is not in a position to determine the specifics of such policies, but strongly 
recommends that they be established as a basis for planning and budgeting. The Committee 
recommends that as an initial step the Selectmen vote on and publish proposed policies, so that Town 
Meeting's deliberations on the next Budget can take place in the context of those proposals. The 
Committee is not certain at this time what legal form, if any, these policies should take—perhaps a 
change in the Town Charter would be required before they would have any more effect than informal 
guidelines. 


The financial policies should establish a range of spending guidelines to reduce the annual contention 
about spending. Spending guidelines in terms of per-cent budget dedicated to capital, total per pupil 
expenditure, etc. would make the budgeting time more efficient. It would elevate the debate from a large 
number of individual proposals to a more integrated assessment of the guidelines. It also would provide a 
more predictable spending pattern for department heads to more easily shift to a multi-year planning 
paradigm. Policies should include targets for infrastructure maintenance, free cash, capital spending, 
debt service, per pupil school department spending, etc. In addition to specific targets, guidelines should 
include broad principles such as: 


e The Town should adopt a basic financial policy that provides a minimum fixed percentage of 
annual expenditures for maintenance, capital, debt service and reserves; 

e Targets should be set and made a priority for the Stabilization fund and “rainy day fund”; 

e GASB rules should be followed to either depreciate or fund maintenance of assets; 


e The capital budget should not include expenses that recur annually for the maintenance and the 
purchase of equipment (e.g. computers, police cruisers, etc.); 


e The formal definition for capital projects should be analyzed, re-defined, published, and followed; 
e Capital repair and maintenance funding should be budgeted a year in advance; 


e Long range or strategic assets should not be sold to fund operating expenses; 


THE TOWN SHOULD ESTABLISH POLICIES CONCERNING GENERAL OVERRIDES AND DEBT SERVICE OVERRIDES 
FOR PROPOSITION 2 Y% 


For example: 


e When a General Override is placed on the ballot, it should be targeted for specific budget 
purposes only, such as maintenance, capital and technology purposes; 


e When a Debt Service Override is placed on the ballot to fund a capital project, it should be 
accompanied by a General Override for maintenance to care for that capital asset. If the Town 
votes to buy a capital asset it should provide for the money to maintain that asset, and not repeat 
the mistakes of the recent past where the failure to maintain buildings on an ongoing basis led to 
vastly increased expenses for replacement. The amount for maintenance should be in a range of 
2.5 to 4.0% of the cost of the capital project. In fact, the Town should go back to vote on a 
General Override for maintenance of the McCall and Lincoln School schools, because those 
schools were approved in Debt Service Overrides for $30 million in new construction without any 
provision for funding maintenance or replacement. 
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e |f revenues are insufficient to fully fund a budget that complies with the Town's financial policies, 
the voters should be presented with information about which policies would be abrogated if an 
override were not presented on the ballot. (E.g., we will spend 7% less on education than our 
peer communities; we will not fund our capital budget next year; we will not have any cash 
reserves; etc.) In this way the voters will understand the difficult choices that must be made in a 
situation in which the Town revenues grow at a slower pace than expenses, and they can then 
exercise their rights and responsibilities in an informed manner. 


ESTABLISH A FIXED REPLACEMENT SCHEDULE FOR ALL TOWN CAPITAL EQUIPMENT. CONSIDER LEASING ALL OF 
TOWN CAPITAL 


There is currently an enormously wasteful debate over each technology purchase. The town should 
establish a useful life for each piece of technology (this useful life will differ by the complexity of the 
application) and then either lease the required equipment or accept a fixed replacement schedule. In the 
rapidly changing information environment, computers are relatively disposable. They have a predictable 
useful life and then they require replacement. The Finance Committee should not decide replacement on 
a case by case basis. A single policy should be established with annual review of the policy. 
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RECOMMENDATIONS FOR IMMEDIATE ACTION - LoNG RANGE PLANNING 


THE TOWN ANNUAL BUDGETING PROCESS SHOULD BE SUPPLEMENTED BY AN INTEGRATED FIVE YEAR PLANNING | 
PROCESS 


Critical elements should include: Updated mission statement, environmental analysis, critique of prior 
year, review of prior year results against prior year goals, detailed goals for coming year, detailed budget 
for coming year, 4 year summary revenue, capital, expense and staffing projections, programmatic review 
and plan. The budget process should be reviewed to determine how the Town could effectively 
incorporate both program/policy review/debate as well as traditional fiscal analysis. It is central that the 
annual planning process be revamped from "What can we afford?" to "What do we want as a town?" 
Better demographic data and benchmarks from other towns should be collected regularly 


A comprehensive planning process (financial, economic, environmental, etc.) should coordinate the 
planning needs of individual Town departments, such as Conservation, Building, Engineering, Zoning, 
and Public Works, and should include an inventory of Town assets and a long-term capital plan. In 
addition to department budgets, the process should produce integrated plans for (a) Maintenance and 
Repair of Fixed Capital Facilities, (b) long term provision of Fire, Police, DPW equipment, and (c) long 
term provision of technology services. Years 2 through 5 of such plans would be presented to Town 
Meeting, but only Year 1 would be approved in advance. Advanced approval of maintenance and repair 
budget should be considered. The planning process should include a cross-department technology 
planning process. The annual cost of keeping technology current should be identified for long range 
planning purposes. 


THE PLANNING AND BUDGETING PROCESS SHOULD BE MORE CENTRALIZED | 


The current process does not create a large number of standardized templates. Consequently, each 
department budget looks very different at the detailed level. One budget workbook should be produced 
by the Town Manager in advance of the process and circulated to department managers, Finance 
Committee, and Capital Planning Committee. Each town department should create: 


e A mission statement 

e A uniform set of goals and objectives 

e A list of standardized measures 

e A vehicle to link these major goals into detailed intradepartmental or individual goals 


e A book of procedures which clearly documents the scope of its authority, its decision making 
processes and its general operating philosophy. (This should be provided by elected and 
appointed committees as well as town departments.) 


e Town boards should have written policy statements to guide their work. They should also have a 
process established for introducing a newly elected or appointed member to the board. Policy 
statements should be reviewed and approved on an annual basis, so that newly 
elected/appointed members have an opportunity for input. Policy statements should include such 
elements as: defined guidelines for the role of the board in setting objectives for managers, 
timetables for performance reviews, articulated roles that define the role of the board versus the 
department on management, budget decisions, etc. A policy statement should also define a 
process for how the views of the board as a body will be determined and expressed, and what the 
limits are on individual members. 
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THE PLANNING PROCESS SHOULD INCLUDE A GREATER USE OF QUALITATIVE GOALS AND OBJECTIVES AS WELL AS 
A GREATER EMPHASIS ON QUANTITATIVE MEASUREMENT AND BENCHMARKING 

The town should use a list of standardized measures to evaluate performance and improvement (Prior 
year performance should be submitted as part of the annual budgeting process as well as proposed 


guidelines for the coming year. Periodically, these measures should be benchmarked against other 
towns and industry standards to monitor our success.) 


THE FINANCE COMMITTEE SHOULD BE INVOLVED EARLIER IN THE BUDGET PROCESS WITH THE TOWN MANAGER, 
SELECTMEN, SCHOOL COMMITTEE AND CAPITAL PLANNING COMMITTEE 

The Finance Committee, Selectmen, School Committee and Capital Planning Committee should strive to 
reach early agreement on the revenues for the proposed budget, and to set the guidelines for the budget 
discussions. FACTS recommends that in the immediate term, the Town government should follow the 


budget process as outlined by the 1998 "Budget Summit” letter to Town Meeting Members from 
Moderator John Sullivan. 


MODIFY THE COMPOSITION OF THE FINANCE COMMITTEE | 


Eight Associate Members should be added to the Finance Committee to support its long-range planning 
role and create continuity. Four associates should be appointed each year for two-year terms to help with 
the department interviews and to become familiar with the planning process of the Finance Committee. 


The Finance Committee also needs to create an "institutional memory" so new members are not 
constantly re-plowing the same ground. The templates, that the FACTS Committee received from Town 
departments, are an excellent starting point for creating such a “memory”, and we suggest that these 
templates be preserved and then refined as the years go on so that the long-range goals of each 
department are constantly being updated. 


THE SCHOOL COMMITTEE'S STRATEGIC PLANNING PROCESS SHOULD BE STRENGTHENED | 


The School Committee has demonstrated leadership in developing a long-term plan, but the planning 
process could be improved. The Plan should include the cost of implementing each recommendation and 
include a five-year rolling budget projection based on the School Committee's priorities and state 
mandates. The School Plan should also address financial management objectives for the major budget 
drivers for the School Department: Special Education, enrollment changes, bargained salary and step 
rate increases, technology acquisition and curriculum development. The School Committee and the 
Selectmen should coordinate their strategic planning efforts. 


IMPROVE THE CAPITAL PLANNING PROCESS AND THE RECORD KEEPING OF CAPITAL ASSETS | 


Capital planning requires better processes and a longer time horizon. One of the interesting facts the 
Committee determined is that the Town does not have and does not maintain an up to date inventory of 
capital assets: fixed physical assets, vehicles, major items of equipment, and technology items that are 
treated as capital. The Committee received during our work several lists, but it would appear advisable 
for the Town to treat fixed and movable physical assets as investments that require care and tending. 


The need for such an inventory is just around the corner, since the Government Accounting Standards 
Board's new Rule 34, issued in 1997, is about to become a requirement for Local Governments that are 
the size of Winchester. The new GASB rules require the Town to report in its financial statements a 
whole range of information about the value and condition of capital assets. The new GASB rules require 
the Town to depreciate capital assets, except in limited circumstances where the Town has made a 
continuing, measurable commitment to maintain the asset at a particular level of service. 
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The effect of the new Rule is to require the Town to disclose its future maintenance, repair, and capital 
replacement liability for capital equipment, which, it is argued, will provide financial markets with a more 
complete financial picture of local governments. 


The next chart describes how a ten-year capital program might be developed and implemented on a 
continuous basis. A system very similar to that described below is in very effective use by Massport to 
manage their capital program. This type of long-range approach has several advantages, the most 
important of which is predictability. 


Current 
Biannual 
Period 


Capital 


Budget Period *OUT YEARS" - Future Biannual Budget Years 


Projects are approved 


Or committed, but only . A g 
Work done in this Projects are programmed in the Out Years as appropriate to Town. 


Period is included in These projects are not budgeted in this period. 
the Budget for Years 1 Projects are committed in the Out Years only if Started Previously. 


and 2. 


1. This project is ongoing, and will be completed before the pe budget period. 


2. This project is ohgoing, was committed in the current or por budget period, 


Budget Period. 


Period. It will 
Years. 


5. This project has been programmed within the Out Years. 


Current Years 1 and 2 Years 3 and 4 Years 5 and 6 Years 7 and 8 Years 9 and 10 


The completion of the EFPBC Rebuilding Program is a substantial future obligation of the Town which, 
together with the Flood Relief Project for the Lower Aberjona, and the completion of sewer work will serve 
up a very full plate of capital requirements over the next twenty years. 


These costs are modeled in FACTS projections of sources and uses of funds for the Town. 


THE TOWN MUST INVEST SUBSTANTIALLY MORE IN CAPITAL EQUIPMENT AND IN REPAIR AND MAINTENANCE OF 
CAPITAL EQUIPMENT 


The Town's expenditures on movable capital equipment (vehicles, machinery, computer equipment) are 
small in magnitude, but have fluctuated dramatically over the past nine years. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 


Capital Movable -147,435 -228,037 -521,569 -556,214 -530,147 -1,160,353 -636,548 -143,750 -431,225 
Equipment 
Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
Funds 100 


% Contribution to 0.48% 0.74% 1.56% 1.54% 1.44% 2.86% 1.55% 0.33% 0.96% 
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Total Gen Funds 


FACTS made an effort to separately collect those Town Expenditures that are separately identified as 
repairs to fixed physical assets. It appears that such expenditures are very low. The next table 
summarizes these expenses. 


Our discussions with Town officials confirm that Maintenance and Repair items are routinely deferred for 
lack of funds. This phenomenon is typical in local governments, particularly when funds are short. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 


Repairs to Capital 11,885 -139,456 -32,735 -22,004 -34,274 -14,281 -10,876 -31,793 0 
Facilities 
Total General -30,770,419 -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477  -45,041,142 
Funds 100 


% Contribution to -0.04% 0.45% 0.10% 0.06% 0.09% 0.04% 0.03% 0.07% 0.00% 
Total Gen Funds 


One of the recommendations FACTS discussed in detail is how to reposition the Town’s processes to 
raise the level of importance of proper maintenance and repair of capital facilities in order to preserve the 
Town’s major investment in capital assets. One suggestion FACTS considered was to change the 
Town's charter to require one or two years’ advance approval by Town Meeting of a Maintenance and 
Repair budget for fixed physical assets. The purpose of the revised process would be to convert M&R 
into a long-term operation that could be well-planned in advance, but nimble in an emergency, and that 
would guarantee regular and consistent attention to proper repair and maintenance of capital facilities. 
To be effective, Maintenance and Repair Budgets would have to be regular and be approved in advance 
(probably one or two years in advance of rest of budget) so that DPW staff and Engineering staff have 
time to plan how best to allocate these assets. Advance approval by the Town would essentially earmark 
a small percentage of the next year(s) budget (one or two years before adoption of the rest of the 
budget), ensuring that M&R efforts never stop, and never again reach the state of "permanently deferred." 
Regular funding at 296 of General Fund Expenditures would be a good starting point for a sustained 
program of capital maintenance and repair for fixed physical assets. 
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et Capital R & M Capital R & M “OUT YEARS" - Future Biannual Repair and 
Post Budget Period Performance Period Maintenance Budget Years 
erio 
R&M Projects are , . i 
approved or committed. R & M Projects are programmed in the Out Years as appropriate to Town 
Committed Projects will needs. These projects are not budgeted in this 
begin in Years 3 and 4. period. Projects are committed in the Out Years only if Started Previously 
[Eg 1. This project is ongoing, and will be completed before the next period. 
2. This project is ongoing, was committeH in the prior 
IE budget period, and|will be completed within the new 
M&R Performance|Period. 
a 3. This project will be committed, started, and completed in 
the new M&R Performance Period 
4. This project will be committed and 
BEEN EE 705 or nt 
will extend into the Out Years. 
5. This project hás been programmed for the Out Years. 
Current Years 1 and 2 Years 3 and 4 Years 5 and 6 Years 7 and 8 Years 9 and 10 


A substantial weakness of the Town's current asset management system is the absence of a capital 
summary of all the assets of the Town, their original value, their replacement value, and depreciated 
value. Like most Towns in the United States prior to 1999, Winchester does not keep the data necessary 
to make strategic decisions about maintaining, repairing, replacing, or abandoning physical assets. A 
recent change in the Government Accounting Standards Board's Reporting Requirements, known as 
GASB Standard 34, will require the Town's audited financial statements to be based on this type of 
information. 


The Selectman and the senior administrative staff of the Town have indicated their commitment to move 
the Town's record-keeping system to comply with the revised GASB standards, with which FACTS 
agrees. Much of the historical and projected financial analyses conducted by FACTS would always be 
available to the Town's managers, once this change is properly made. 


REVIEW CURRENT METHODS OF FORECASTING STUDENT ENROLLMENT | 


The Town should investigate a more rigorous analytic approach to enrollment forecasting which 
integrates use of Town census and other sources to fully capture the impact of in-migration and private 
school transfers. Unplanned changes in enrollment severely disrupts the long range planing of other 
departments since serving the school community is always an immediate priority. Funds must be 
realigned to address changing student populations, potentially at the expense of other programs. An 
extensive analysis of current enrollment trends is included as an Appendix. 
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RECOMMENDATIONS FOR IMMEDIATE ACTION - ORGANIZATION 


THE TOWN SHOULD EXAMINE ITS ORGANIZATIONAL STRUCTURE 


The Town should ensure that roles are defined and responsibility spelled out so that critical functions and 
activities can occur. The current organizational structure within the Town has challenges in terms of 
efficiency and effectiveness. There are redundancies spread throughout the various departments that 
could benefit from consolidation, and yet many crucial town functions are either ignored or performed part 
time, leaving crucial activities understaffed and neglected. While the FACTS Committee is not in a 
position to make definitive recommendations on an organization structure, the Committee can put forth 
general proposals that highlight issues warranting further analysis. 


These recommendations are intended to address a synthesis of needs that the FACTS Committee has 
heard. They center on the creation and grouping of functions, and are not intended to recommend a 
particular number of new positions required nor to present candidates to fill these roles. It would be 
hoped that a thoughtful reorganization could be accomplished with existing personnel filling the majority 
of the roles and encouraging the creation of only a selected few new positions. Some roles could be part 
time or combined with other positions. In the longer term, the Committee would hope that basic 
efficiencies and interdepartmental synergy combined with a growing use of technology would allow for the 
centralization of additional functions that would further reduce the total staff required. For all of these 
important roles, it is important that the Town clearly defines and requires appropriate qualifications. 


The attached table summarizes the recommendations described in more detail below. Again, the 
intention is to emphasize the important roles that are currently under-served, rather than to specify 
particular positions or organizational hierarchies. 


Revenue Planning Vision Customer Commun- Information Functional | Municipal | Educational 
Maximiza- Service ication Management | Consolida- Service Service 
tion tion Delivery Delivery 
Tax collec- 
tion Strategic Citizen feed- Citizen Department Hardware Purchasing Public Regular 
Planning back Satisfaction Communica- Acquisition Safety Education 
tion to Citizens 
Grant 
Manage- Budgeting Demographic | Program Press Rela- Network Accounting Public Special 
ment Forecastin | Analysis Measure- tions Management Works Education 
g ment 
State/Feder 
al Land Use Comparative Quality Web site Database Human Cultural Curriculum 
Reimburse- Planning Benchmarks development Development/ Resources Services Development 
ment Maintenance 
Giving 
Programs Committee | Environ- Employee Interdepart- Analytic Support | Facilities Facilities 
Manage- mental Satisfaction ment Comm- Manage-ment Management 
ment Monitoring unication 
Ombudsma 
n 
Advocate 


The Town departments could be clustered into a much smaller number of groups such as: Public Safety, 
Infrastructure, Public Health and Community Services. To the degree further efficiencies could be 
obtained by a second level departmental integration these opportunities should be given further review. 


The potential for overlap between “Schools” and “Town” should be studied. A critical question in this 
organization structure is the level of overlap between the traditional "municipal" services (DPW, Police, 
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Library, etc.) and the Education side of the house. There are strong efficiency arguments to be made to 
centralize most of the HR, Finance, Maintenance, etc. functions into a single town wide function. 


The Town should supply more liaison or support for its independent committees. The Town depends 
extensively on a network of committed citizen advocates who serve as Selectman, Planning Board 
members, etc. They are all part time volunteers, and the quality of their work often depends on the level 
of information and analytic support made available to them. Each board could benefit from more Town 
based support to manage records, collect research and do analysis. This is an area where each of the 
volunteer boards could provide further suggestions. 


MAKE THE ROLES OF THE TOWN MANAGER AND THE SCHOOL SUPERINTENDENT MORE STRATEGIC | 


The role of the Town Manager should be more strategic. Currently, it is very tactical and short run 
focused. The recommendations made here for the reorganization of staff functions should offer the Town 
Manager more opportunity to provide long-term strategic leadership for the Town's functions. 


The role of the School Superintendent should be more strategic. Currently, the Superintendent spends 
vast amounts of time on day to day administrative issues surrounding the school system and 
consequently less time in actually driving educational excellence. More of the administrative 
responsibilities could be shifted down to a school administrative function or out to a town wide 
administrative function. The current job of curriculum director should be re-framed to a Chief Quality 
Officer job reflecting an emphasis on outcomes not on programs. The School Committee should review 
the job activities of the school Business Manager relative to other educational responsibilities and relative 
to the financial functions performed by the Comptroller and the Assistant Town Manager, to determine if 
more coordination is needed between financial management functions and if more administrative support 
for School financial management is warranted. 


CONSIDER A DIRECT ROLE FOR REVENUE MAXIMIZATION | 


Revenue is critical to the Town but lacks focus. All revenue generating and collecting activity should be 
centralized. Currently, each department makes an attempt to generate fees, develop contributions, solicit 
grants and do whatever can be done to raise revenues. At best this has been haphazard. By 
coordinating all fee setting, grant writing, etc. the Town can provide skilled dedicated resources to 
maximize both the property tax based and the non-property taxed based revenue. This also provides a 
central clearinghouse to ensure fairness across departments and to properly link revenue-generating 
activities against approved programs and expenditures. As the Town moves to generating an ever- 
growing fraction of its revenue from non-traditional sources, and as revenue derived from property tax 
remains severely capped, the Town must muster a coordinated offensive to procure adequate revenue to 
fund approved programs. 


CONSIDER A MORE COHESIVE WAY TO DELIVER TOWN SERVICES AS OPPOSED TO THE CURRENTLY HIGHLY 
FRAGMENTED DEPARTMENT MODEL 


Service is the essential product of the Town. All service generating capability should be re-aligned to 
ensure efficient delivery of all services plus provide coordinated planning, budgeting and resourcing. The 
current departments operate under very separate rules and procedures with very little opportunity for 
department heads to gather together and solve town wide problems. This is especially true across 
Municipal and Education functions. The current structure encourages a high level of departmental 
autonomy and invites department level competition at budget time. By creating a more integrated 
delivery department structure, opportunities for cooperation and sharing should increase dramatically. 
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CONSIDER CENTRALIZING ROLES SUCH AS HUMAN RESOURCES, PURCHASING, ETC. | 


All support services should also be centralized. At this time, the Town has scattered Human Resources, 
Purchasing and Financial functions. By gathering them together, the Town can create opportunities to 
improve its vendor management policies, to improve the quality of service to its employees, to centralize 
functions such as training and staff development, which have been virtually ignored by the Town. For 
example, the Town needs to approve and continually update policies on affirmative action, discrimination, 
harassment and other areas of employee concerns; and it needs an administrator to provide programs for 
professional development and training, career counseling and job advancement. Finding and keeping the 
best personnel is the key to the Town's future operations, and that requirement needs the attention of a 
central office. The town might also consider appointing a separate Chief Administrative Officer to 
manage these staff functions 


CONSIDER CREATING A ROLE FOCUSED ON ALL ASPECTS OF STRATEGY AND PLANNING | 


A strategic planning function should be created. In its current state the Town's planning and execution is 
limited to the one-year budgeting process and a small number of special commissions such as the 
EFPBC. Consequently, the Town has no centralized way to evaluate long run projects and costs and to 
prepare an orderly approach to dealing with funding of large infrastructure investments. The decaying 
state of the current infrastructure is testimony to the short run focus that makes it difficult to plan and fund 
larger, more ambitious programs. Accordingly, The Finance Committee and Town Meeting are reduced 
to simply ascertaining how to divide a relatively fixed pie rather than engaging in a dialog about the 
priorities and direction of the town. A centralized planning role would coordinate all aspects of town 
planning with a perspective that would extend out at least five years and up to twenty years for certain 
types of activities. This role would be responsible for helping to form a vision and catalyze a debate 
about the evolving needs and priorities of the Town. 


CONSIDER FORMING A VISION COUNCIL WHOSE ROLE IS TO EXPLORE THE CURRENT NEEDS OF THE TOWN FROM A 
VALUES AND POLICY PERSPECTIVE 


To assist in strategic planning, the Town could explore the creation of a citizen/government panel as a 
Selectmen's advisory committee that would meet a few times per year to monitor the changing 
environment. This panel could create an on-going perspective to the Selectman, the School Committee 
and the Town management concerning the desires of the Town population at large. This committee 
would be responsible for periodic surveys as well as providing a direct conduit for the various activist 
groups around town (Winchester Tomorrow, AQE, etc.). The strategic planning function would also 
promote improved coordination between Winchester and neighboring towns, state government, federal 
agencies, etc. 


CONSIDER CREATING A ROLE FOCUSED ON CITIZEN SATISFACTION WHICH WOULD ALSO FOCUS ON IMPROVED 
COMMUNICATION 


A citizen-focused function should be created to ensure the satisfaction of the citizens with the town's 
performance. This function would include a Communications component to guarantee that all of the 
Town departments communicated frequently and effectively with their constituencies. It would also 
include an Ombudsman or Concierge function to allow citizens to quickly obtain services and resolve 
problems they faced in dealing with single or multiple Town departments. Periodic surveys would be 
administered to help improve the quality and efficiency of services. Benchmarks and measurements for 
each of the Town departments would be used to mark annual progress against quality of service 
measures as opposed to traditional financial measures. Department heads would work with the staff in 
this role to improve/extend the breadth and quality of their offerings. This function could potentially also 
serve an inward focused role of measuring satisfaction among the Town employees. 
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The citizen-focused function could include a town public relations program that stresses Community 
Involvement. Two of Winchester's unique strengths are its town/village atmosphere and the strong 
sense of community demonstrated by its many dedicated citizens. The town should leverage this and 
publicize it more broadly. The message to new and prospective citizens would be that this is a town 
where citizen involvement is essential to maintaining the quality of life in the Town. A Town brochure 
could be made available to the Chamber of Commerce and to realtors. 


CONSIDER CREATING A ROLE TO CENTRALIZE THE MAINTENANCE FUNCTION | 


Maintenance of the Town's assets should be centralized, and preventive maintenance increased. Town 
meeting recognized this at the last Town Meeting, by approving a maintenance supervisor. Further 
staffing augmentation should be studied. Additional "maintenance craftsmen" should be hired. One of 
the most significant decisions of the 2000 Town Meeting was to approve the hiring of a Facilities 
Manager. This was recognition that proper maintenance of the Town's buildings, including its schools, is a 
critical Town priority. Currently the only employees reporting directly to the yet-to-be-hired Facilities 
Manager are two Town Hall custodians and four skilled maintenance workers. (It should be noted that the 
Facilities Manager will have many other responsibilities—such as defining priorities and dealing with 
contractors—than supervising maintenance employees). Four skilled workers —“maintenance craftsmen”, 
in union terms-- are simply not enough to deal with the Town's newly renovated School buildings and with 
the backlog of neglected maintenance projects in the Town's buildings, schools and playgrounds. 


These new staff as well as existing School Department custodians should work for the Department of 
Public Works. Currently, school custodians are answerable to the school's principal, not to the DPW, 
which is the Department actually responsible for the physical upkeep of the school. This is inherently 
inefficient because custodial work in a building is an integral part of its maintenance. 


THE TOWN SHOULD DO MORE TO FOSTER COMMUNICATION AND COOPERATION BETWEEN DEPARTMENTS | 


This ranges from interdepartmental committees and task forces, to cross training, to increased 
opportunities for socialization across departments. 


CONSIDER FORMING A GROUP TO IMPROVE COORDINATION BETWEEN PRIVATE AND PUBLIC AGENCIES THAT DO 
COMMUNITY SERVICE 


The Town's leadership should consider creating a "Council for Social Betterment" whose goal would be to 
coordinate public and private efforts to enrich the community. At the moment, churches, social groups, 
civic groups, private agencies are all simultaneously engaged in promoting programs to improve the well 
being of the community. By creating a public/private partnership, redundancy could be eliminated and 
groups could target their efforts more efficiently in a centralized effort. 


IMPROVE THE STAFF REVIEW, TRAINING AND CAREER PLANNING CAPABILITIES OF THE TOWN | 


The Town needs to improve technology tools and training to facilitate department productivity and 
interdepartmental communication; allow more flexibility in movement between departments for town 
employees; help staff see themselves as Town not department employees; and consider the use of 
incentive compensation where possible. While it is not easy to apply private sector methods in a 
municipal setting, it would be worth investigation. In any case, the Town should have a town-wide 
personnel review process. Reviews are carried on independently in each department with little 
supervision or consistency. These reviews should include goal setting, objective measurement, 
performance review and an overall personal development plan. The town should embrace so-called 360- 
degree review processes where peers and subordinates are part of the review process as well as 
managers. All managers and department heads should have a standard performance review, and these 
reviews should be measured against public department goals, objectives and measures. 
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RECOMMENDATIONS FOR FURTHER STUDY 


STUDY PRIVATIZATION AND REGIONALIZATION | 


An adjunct committee of the Finance Committee should investigate out-sourcing for vehicle maintenance, 
vehicle leasing, water and sewer operations, building maintenance and repair, and solid waste handling, 
etc. It should also explore opportunities for further regionalization (in areas such as fire, trash disposal, 
and special education) and privatization (in areas such as cemetery, and water and sewer). The FACTS 
Committee was not in a position to make any definite recommendations for immediate action in any of 
these areas because privatization programs must take into account issues such as civil service laws, 
unions, and labor-oriented State legislation, including the Prevailing Wage Law. It is clear, however, that 
this is an area that deserves further study.. 


STUDY THE FACTORS THAT AFFECT SCHOOL DEPARTMENT COSTS | 


Special Education is the most important driver of School Costs. The School Department should seek out 
every possible means of appropriately managing and containing the growth in Special Education costs. 
Best practices from other communities should be reviewed and evaluated. The new Special Education 
reform act creates special opportunity for the towns of the Commonwealth. We should review the 
implications of these changes in order to chart Winchester's response from a policy perspective. The 
School Department should continue to develop Town operated educational programs that avoid 
outplacement of special education students in more expensive private facilities. The School Committee 
also should examine the correlation between class size and educational performance. This is one of the 
largest drivers of the town budget that we can control. The School Department should review school 
districting policy to determine whether the reallocation of elementary programs (e.g. Replacing five K-5 
Schools with K-2 schools and 3-5 schools) would reduce the cost of maintaining smaller class sizes. 


RE-THINK TRADEOFFS IN EMPLOYEE CONTRACT NEGOTIATIONS. | 


A strong preference toward limiting salary and headcount growth has led in recent years to significant 
growth in contract benefits. For example an employee contract that calls for up to five weeks of vacation, 
15 sick days per union member, and three personal days presents an overtime problem when a staff that 
appears adequate is away for so many days each year. Winchester is not out of line with comparable 
communities with its contract benefits, but the Town must recognize that sick leave buy-back is 
expensive, and vacations and training time for employees require a great deal of overtime. The true cost 
of employee contracts must consider overtime as well as regular time costs. For example, overtime 
expenditures for one department this year are expected to approximate $180,000, and may go as high as 
$200,000. The Town will need to look closely at salary and benefit trade-offs as it enters contract re- 
negotiations. 


INVESTIGATE ESTABLISHING INTERNSHIPS TO HELP WITH TOWN FUNCTIONS | 


Internships in Town Hall and the School Department for graduate students in management or municipal 
planning programs could provide a pool of relatively low cost, talented persons to help with planning and 
research functions in the Town. 


STUDY THE REPEAL OF CHAPTER 110 


In July, 1994 the Town adopted Chapter 110, whereby payments on Town debt incurred for water and 
sewer projects was transferred from water rates onto property taxes. In other words, water bills went 
down and property taxes went up. This "increase" was exempt from Proposition 2 Y, which benefited 
many taxpayers because property taxes are deductible on Federal tax returns. In effect, some of the 
costs of Winchester's water system were shifted to the Federal Government. But this benefit may not be 
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worth the trouble. The Committee has the impression that under the current Federal tax program, the 
benefits of the property tax deduction are not as great as the Town once believed. The Committee's 
understanding is that no more than a handful of other Towns have adopted Chapter 110. 


The real downside of Chapter 110 is that it makes the tax rate appear to be higher than it really is. 
Chapter 110 made the Committee's work of financial analysis more complex, and a careful reader of our 
Report will note all the adjustments that had to be made to account for Chapter 110. Also, Chapter 110 is 
contrary to the spirit of one of the FACTS Committee's primary missions, which is to root out “cost- 
shifting" and to make the Town's budgets more "transparent'. This recommendation dovetails with the 
Committee's proposal that all costs associated with the Water and Sewer enterprise be rigorously 
allocated so that the Town can look at proposals to privatize this system. The FACTS Committee 
recommends that the Selectmen direct the Finance Committee or some other entity to study this matter 
and report thereon. 
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OTHER IDEAS 


Note: These are not FACTS Committee recommendations; they are ideas gathered in the course of the 
FACTS Committee investigation that the Selectmen may choose to study further. 


PURSUE THE USE OF A "REAL ESTATE TRANSFER TAX" | 


This would be through Home Rule as a method of funding conservation and purchasing land for public 
purposes. 


CREATE AN ENDOWMENT TO FULLY FUND THE LIBRARY. | 


The possibility of endowing certain of the Town's activities that undeniably benefit everyone should be 
explored. The Library may provide such an opportunity. It is well managed and operated, and is popular 
throughout the Town. |t might be possible, over a period of time, to raise sufficient capital in an 
endowment to take all or a portion of the cost of operating the Library off the Town's General Fund 
accounts. 


ESTABLISH A "HORACE MANN" SCHOOL WITHIN THE HiGH SCHOOL | 


See state DOE web site for details on Horace Mann charters. 


SPONSOR AN RFP FOR A COMMUNITY CENTER FACILITY | 


Create a framework for a YMCA or “boys and girls club” facility so that private groups can bid to establish 
a facility with Town assistance. 


LOCATE THE OFFICES OF THE SCHOOL DEPARTMENT IN A MORE CENTRAL AND VISIBLE LOCATION | 


This would improve communication and coordination with the Town's departments and with the public. 


SUBMIT TOWN BUDGETS TO THE MUNICIPAL FINANCE OFFICERS ASSOCIATION | 


The FACTS Committee learned that Lexington submits its budget to the above-referenced organization — 
which costs less than $500 to join — and receives an award when all of the Association's 
recommendations about “how to present the budget" are complied with. As a sort of “quality control" for 
Winchester's budget presentations, the FACTS Committee recommends that the Selectmen authorize the 
Town Manager to join the Municipal Finance Officers Association, submit the Town budget for 
consideration of an award, and report the results to Town Meeting. This process cannot happen 
overnight, but the Town should be striving to move in that direction. 


ALIGN THE TOWN'S ARCHIVES WITH ONE OF THE TOWN DEPARTMENTS - | 


Vost likely the Town Archives should be aligned with the Town Clerk or the Library — so that funding and 
official attention will be given to the Town's history. The current Town budget does not fund an archivist. 
The storage area in Town Hall for records and artifacts is extremely limited. This is a possible area for 
private endowment, if Town officials were to encourage it. 


CONSIDER A BROAD RANGE OF DIRECTIONS AND STRATEGIES FOR TECHNOLOGY IN THE SCHOOLS | 


If the current trend in integrating technology into the curriculum continues the basic assumptions for 
computer consumption may be erroneous. To support individualized instruction and interactive 
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presentation the ratio needs to be effectively 1:1. Rather than assuming an older model of PCs available 
at a ratio of 5 students to one PC, the schools should consider helping high school students acquire their 
own laptops, or implementing a fully server and terminal based environment, or other innovative 
configurations. 


EXAMINE THE TOWN'S STANCE ON DEVELOPMENT | 


As Winchester allows continued development of new residential properties, without offsetting commercial 
development, the Town may be unwittingly exacerbating the strain on the town's operating budget. The 
incremental financial impact of a new family with more than one child in the schools is negative (2 
children @ $6000 per-pupil would equal $12K, and an average property tax bill is $4,800). 


CONSIDER WAYS TO CREATE INCENTIVES FOR SENIOR CITIZENS (AND EMPTY NESTERS) TO RESIDE IN 
WINCHESTER 


The town should actively publicize its programs for local tax relief to seniors, which exist in three forms for 
qualified seniors (tax deferral for qualified seniors, tax relief fund for qualified seniors, volunteer service- 
for-tax refund). FACTS endorses the COA's request to expand the volunteer service-for-tax refund 
program to all seniors, rather than limiting it to seniors with demonstrated financial need. There are many 
benefits to offset the cost of this program. The community would benefit from the talents of this pool of 
workers and the Town would forge a greater connection to its senior population. The $500 associated 
with keeping a senior in residence in Winchester is less than the expense of adding another young family 
with children in schools. 


CONSIDER APPOINTING A NEW TOWN CHARTER COMMITTEE | 


The committee would study whether certain boards should be appointed rather than elected. A generation 
has passed since the voters' approval in 1975 of the current Town Charter. In some cases, administering 
town government has become much more technical and complex since 1975, and greater expertise is 
needed now in most areas to best serve the Town's interests. FACTS did not study this issue in any 
depth, but it is clear that the level of skills and training among the Town's volunteers will become 
increasingly important in the future, just as it will be for the Town's full time staff. A new Town Charter 
committee could explore this issue further, and report their findings to the Selectmen. 
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What is Winchester's economic future? 


FINDINGS 


GIVEN PROJECTED REVENUE AND SPENDING ASSUMPTIONS THE TOWN FACES AN IMMEDIATE DEFICIT OF $1-$3 
MILLION DOLLARS IN FISCAL 2001. OVER THE NEXT 10 YEARS THE DEFECIT MAY WIDEN TO BETWEEN $5-$13 
MILLION 


PROPOSED REVENUE ENHANCEMENTS WOULD ACCOUNT FOR LESS THAN ONE HALF OF ONE PERCENT OF THE 
TOTAL BUDGET 


THE PROPOSED SPENDING TO RENOVATE EXISTING SCHOOLS IS IN EXCESS OF $30 MILLION BEYOND CURRENTLY 
APPROVED IMPROVEMENTS TO LINCOLN AND McCALL 


THE PROPOSED SPENDING FOR THE FLOOD CONTROL PROJECT IS IN EXCESS OF $15 MILLION 


THE TOWN WOULD BE ENTITILED TO SIGNIFICANT REIMBURSEMENT FROM THE STATE AND FEDERAL GOVERNMENT 
FOR THESE CAPITAL PROJECTS 


THE TOWN IS UNABLE TO FUND VIRTUALLY ANY CAPITAL PROJECT OR ADDITIONAL SERVICE PROGRAM GIVEN ITS 
PROJECTED REVENUE AND EXPENSE FLOWS. FUNDING FOR ANY OF THESE INITIATIVES WOULD REQUIRE A VOTER 
APPROVED OVERRIDE 
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Summary of Challenges and Opportunities 


The Town is one of the smallest in the state and is one of the most dependent upon residential 
tax base 


The Town spends less per capita than most of the comparison towns 


The Town is increasingly dependent upon state aid which is variable in nature. Any future 
reduction in state tax receipts could impact that revenue stream significantly. 


The Town spends very little money on capital acquisition, replacement and repair. The town has 
funded the increasing education costs for the past decade by reducing capital spending below 
any established industry standards. 


Despite a committed management team, the Town wide inability to fund new programs has led 
department heads to stop thinking creatively about innovative services and approaches and has 
encouraged a very incremental "business as usual" approach. 


The Town has a significant deficit in its current long range planning approaches. The single year 
by year budget focus produces short sighted trade-offs and invariably trades current year's 
operating costs for long run investment. 


The lack of clear financial policies engenders needless discussion over routine matters. Also, this 
lack of standards also does not allow the citizens of the Town to know when elected officials or 
Town Meeting is deviating from established guidelines and "best practices". 


The Town has virtually no technology capability, which prevents it from operating efficiently or 
from developing significant performance analysis. 


The Town does not communicate frequently enough or in sufficient detail to the public to allow 
informed choices to be made concerning Town finances or the quality of Town services. 


To implement the findings of the FACTS Report, the Town must devote dedicated resources to 
transform the broad recommendations into an action plan. The elected boards do not have the 
resources to complete this task independently. 


There are opportunities to increase revenues and reduce costs, but the total potential dollar 
impact is extremely modest compared to the Town's proposed investment goals. 


The Town will enter a deficit situation, potentialy as early as fiscal 2002, as increases in 
enrollment, health care costs, special education and other drivers exceed the proposed revenue 
stream. The Town must then elect to reduce services or increase taxes in order to balance the 
budget for routine operations. 


There is no conceivable scenario for funding significant new investment from existing operating 
revenue. Any investment will require the passage of a debt exclusion override at a minimum. 
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Section 28 - Summary and Next Steps 


Self Assessment - Overview 


FACTS learned, by how difficult it was to conduct our analyses, that the Town doesn't have a ready 
mechanism for planning. We had to start from scratch. We hope our report, and the departmental 
templates, create a new, higher-level starting point from which further analyses and planning can be 
conducted. The difficulty of our work illustrates the need for improvement in planning. 


Self Assessment - What FACTS did well 


We are pleased with our accomplishments in some key areas: 


e Developed Templates - We developed and implemented a comprehensive tool to encourage 
and facilitate programmatic self-assessment and short- and long-range planning. 


e Conducted Departmental Reviews - We gained solid insights into the management of the Town 
departments and Boards, their operations, their people, their comfort level with planning. We 
learned that the Town is fortunate to have many hard-working, dedicated and responsible people 
involved in the Town as staff and volunteers. However, we feel confident in our assessment that 
town planning lacks consistent rigor of analysis. 


e Gave Voice to Citizen and Town Concerns - We conducted a Public Hearing and learned of 
the key concerns of a spectrum of citizens. We tried to organize our work effort to address as 
many of the concerns as we could. We listened and gave voice to people behind many Town 
programs and to each department, enabling them to communicate mission, organization, 
finances, and most importantly, challenges and concerns. In addition, we offered opportunities 
for elected and appointed officials to have input into the process. 


e Completed an Economic Community Profile - Our snapshot of the Town's economic situation 
versus other towns sheds light on the Town's reliance on residential taxes to fund Town services. 


e Conducted Summary Financial Analysis - We developed thoughts on improved management 
and planning processes. We investigated, with varying degrees of scrutiny, operations and 
finances of every Town program and department. We analyzed the town's macro financials and 
gained understanding into the key budget drivers that present future challenges for the town. We 
dug deeper into analyses in some key areas, such as incremental revenue opportunities, 
revolving funds, public safety and school enrollment forecasting 


e Created a Model for Analyzing and Forecasting - We built an economic model that captures 
historical data in a database that allows for improved transparency of the Town budget and 
permits historical and projection analyses. 


Self Assessment - What FACTS could have done with more time 


The job was bigger than the time we were allotted. We did a reasonably good job at prioritizing our work 
effort, but it became obvious that certain things merited more time as FACTS moved through the process. 
The tight timeline did not allow us to revisit our schedule and devote additional time to areas that 
emerged during the course of our analysis. Areas we wish we could have devoted more time to include: 


e Deeper financial analysis - We did not look at minute opportunities for improvement within each 
department, so while we can say with certainty that we missed no major opportunities for process 
or economic improvement, we do not believe we have uncovered all of the potential savings. Our 
report is more broad-brush in some key areas than we would have liked. We would have liked to 
analyze some key budget-drivers even more thoroughly: SPED, School Department spending, 
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comparative analysis of personnel administration in some departments, NESWC, DPW, Energy 
and Health Insurance. The town or a follow-up committee could add value by digging deeper in 
these areas. The tool is available for use. 


Programmatic Analysis - We had hoped to do a programmatic analysis of the Town's budget, 
and to model corresponding scenarios based on program recommendations. Given that the data 
doesn't exist in that form, we were not able to do that as we had hoped. This, unfortunately, 
leaves a bit of a disconnect in our report. Our model Scenarios do not capture our specific 
"recommendations" as much as we hoped they would. Some departments provided us data in 
that form, others did not. This is an area of improvement for the Town that would have helped us 
tremendously in our effort. Our model does a good job of capturing the key economic 
assumptions on the horizon for the town, but it doesn't go as far as we would have liked in 
providing scenarios for how we might do things differently. 


Additional Demographic Analysis - We had hoped to do a prototype demographic analysis. 
We didn't have time. We think, given our time constraints, that was an appropriate analysis to 
omit. 


Clean-up Database - We had hoped to oversee the scrub-down of the historical database to 
create a useful, meaningful financial analysis tool. The current database has not been examined 
in sufficient detail to guarantee its accuracy. Historical changes in accounting practices also 
made it impossible to create consistent time series across each line item. 


Possible Next Steps 


While we are confident in the results of our work, we are also confident that more work could be done. 
The Town should use the FACTS report as a base from which additional analyses can be conducted that 
take our assessment to a deeper level. Some logical follow-up areas of analysis that could be addressed 
by the Town are: 


Define consistent management processes to implement across departments - FACTS 
made some suggested improvements in this area, but a specific focus on defining more specific 
suggestions in this area would add value. 


Define/articulate a long-range planning process - That process should clearly delineate the 
roles of Town department managers, boards, committees and Town Meeting and specify what 
types of input/reports each of these groups should provide to the process. FACTS made some 
broad-brush suggestions in this area, but they are not actionable. Further study of this area is 
warranted. 


Analyze budget drivers at a deeper level - FACTS created a tool for analyzing the town budget, 
and created some simple economic scenarios. More analysis of expected trends and areas of 
opportunity on the key budget drivers (Education, NESWC, Energy, Health Insurance, Capital 
projects) would be a logical follow-up effort. FACTS would recommend that the Town, or perhaps 
another committee, conduct such an analysis. 


Review Organization - While the FACTS report suggests a variety of roles that are underserved 
in the Town we make no specific recommendation about an alternative structure. The Town 
should evaluate the current roles and responsibilities of its senior managers and investigate a 
more contemporary structure. Should the school operating and administrative functions be 
combined with their municipal counterparts to create a single centralized function? Should the 
current town operating departments be clustered into a smaller group of operating departments 
such as Public Safety, Infrastructure, etc? 


Look at Class Size Assumptions - Create a group designed to specifically examine the 
correlation between class size and educational performance. This is one of the single largest 
controllable drivers of the town budget. 
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e Evaluate SPED Changes - The new Special Education reform act creates special opportunity for 
the towns of the Commonwealth. We should appoint an independent panel to review the 
implications of these changes and to chart Winchester's response from a policy perspective. 


e Further Scrutinize “big ticket” Expense Items - The Town should try to identify alternative 
solutions and potential cost-savings in areas such as: 


e School Department: Conduct much more thorough comparative analyses with like 
communities on issues of operations and management (i.e.,, how does Winchester's 
administrative structure and overhead structure compare? probe costs of Policy Decisions 
such as class size and compare) 


e Municipal Benefits: Conduct comparative analysis to test the assumption that Benefit 
packages and associated costs reflect common practice 


e Energy: Investigate fuel choices, purchasing practices (i.e., bulk-buying, spot market), future 
price assumptions to probe cost-efficiencies 


e Conduct Community Surveys - The Town needs a better vehicle to understand “quality of life" 
priorities. FACTS made an explicit decision not to attempt to determine these priorities. 
However, the complex decisions facing the Town need a policy backdrop to use in judging 
economic alternatives. 


e Improve the Forecasting Model - Town management could simplify the economic model and 
quantify those FACTS recommendations with financial ramifications, creating theme-based 
scenarios to enhance the models usefulness. Municipal and School assumptions should be 
thoroughly investigated and tested to validate base case data in the forecasting model. All 
assumptions should be explicitly stated. 


e Train - Town and School Administrators, department and program heads, would benefit from 
further training in the procedures of and benefits of programmatic management and long-range 
planning. 


e Develop a Full Strategic Plan - FACTS had intended to incorporate a prototype demographic 
analysis of the Town into the Community Profile section of the report, but competing priorities 
prevented its completion in our limited timeframe. FACTS recommends that the Town complete a 
Community Demographic Profile as it is an important tool for use in long-range planning. 


A Community Demographic Profile typically contains three components'. First, it provides 
descriptive historical information and analysis that can broaden knowledge and dispel myths 
about the Town and its residents. lt should contain information about trends in population by 
such categories as age, income, education, ethnic composition, neighborhood, or by the issues 
facing each of the various population segments. It could include economic or geographic 
descriptions of key trends in housing stock and land use or commercial activity. Second, it should 
project forward trends that could be important to the Town's planning, such as shifts in population 
age groupings — the elderly or school aged children — or shifts in housing stock that affect the 
type of residences in the Town (apartment, single vs. multi-family, mix of rental vs. owned). It 
might also describe external trends on the horizon, such as government regulations or 
environmental issues that might impact the community. Third, it should provide some context for 
comparing the Town's trends to other towns or to the region or state. 


A Community Profile is useful to provide information for planners, policy makers, and those 
involved in making long or short range decisions for the Town. |t can assemble scattered 
information into one agreed-upon set of data, reconcile state or U.S. Data with the Town's locally 
kept statistics. It can provide the inspiration or rationale for program recommendations, or to 


1 FACTS reviewed the following document to prepare some of the thoughts in this section: How to Prepare Community 


Demographic Profiles, Massachusetts Executive Office of Communities and Development, May 1985 
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support grant-funded initiatives. It brings a common framework to those involved in the future 
direction of the town. 


FACTS learned that the Town will have an opportunity to commission such a study in the Fall 
Town meeting. The state recently issued Executive Order 418, which requires Massachusetts 
communities to develop Community Master Plans. Such plans would contain required 
components for affordable housing as a key concern, along with the full range of other standard 
dimensions such as land use, transportation, facilities, and economic development planning. 
Under the Executive Order, every town will receive up to $30,000 reimbursement for the creation 
of Master Plans. 


Summary 


The eleven members of FACTS appreciated our opportunity to contribute to the dialog about the long run 
future of the Town. We would like to thank everyone who has participated in this process - Town 
managers, Town employees, Selectmen, the School Committee, members of our Town Boards and 
especially the concerned citizens of Winchester. The Town faces critical choices as it embarks upon the 
new Millennium. The efforts of the past four months have yielded some answers but more importantly we 
hope it has yielded a concrete commitment to continue the rigorous review of the Town's values, 
resources and opportunities and to foster a spirit of reasoned debate as we continue to work together to 
enhance our understanding. 
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Appendixes 
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Appendix A - Data Collection Template 


This is a copy of the template used by the FACTS Committee to determine the long runs needs of each 
Town Department. 
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Winchester FACTS Committee 
Long Range Planning Template 


Date: July 19, 2000 


Version: 2.0 
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Instructions 


Notice 


This is a public document. It is subject to the requirements of the Open Meeting Law and similar statutes. While interim draft 
versions of the document will not be released, the completed document will be available to all members of the public in both 
printed and electronic format. 


Overview 


The basic structure of this template has four parts: 
. Overview and Executive Summary 
. Current State 
. Short Run Plan - 12 Month Tactical Opportunities 
. Long Run Plan - 5 Year Strategic Opportunities 
The Overview section captures the qualitative self assessment. 


Part 2, the Current State analysis focuses on five things: 


. Organization 

. Programs 

. Processes 

. Financial Performance 

. Technology/Infrastructure 


The Current State will look at historical patterns, gather the basic quantitative and qualitative data to assess where we are. It will 
ask questions such as: where is the department today, where is it going, how does it stack up to similar groups, what challenges 
does it face from changing demographics, regulation, etc. 


The Short Run Plan seeks to find efficiencies that might be obtained during the one year planning horizon. It is extremely 
tactical and aimed at examining current practices that might be evolved in a more efficient manner. This section also asks you to 
detail specific processes and practices. You should review any major processes as needed but specifically you should review 
the following processes (sample questions are provided): 


The final section is the Long Range Plan which basically takes the same five areas and tries to imagine where they should go 
over a five year planning horizon. This is not just a simple "what would you do if you had 10% larger budget" but a more 
comprehensive re-engineering focus to help elicit true possible future states. It is expected that we will create four future state 
scenarios based on each of the plans: 


. Modest contraction of services 

. Status quo 

. Modest expansion of services 

. Significant expansion of services 


Please use the ranking information to indicate which programs fall into each category. 


Each FACTS team should have an initial organizational meeting with the senior representative from the department. At that 
meeting the goals of the Long Range plan should be discussed. The department leader should then designate a team to help 
obtain current state information and to form the visioning team for the to-be state. 


For purposes of comparing towns the Community Profiling Team will provide a series of towns to use for benchmarking 
purposes. 


This document is presented in the order which is most appropriate for final presentation. It is not necessarily the order in which 
the document should be filled out. In particular, summary pages are often presented before the detail pages. In the Contents 
section below there is a recommended order for filling out the document to help guide you. For example, although the Executive 
Summary is positioned at the beginning of the document it should probably be the last page completed. 


Wherever possible this document and all related tables should be completed electronically. A copy of this document should be 
downloaded electronically from the FACTS web site. Any attachments are much preferred in electronic format if available. 


Thinking about Programs 


This document also takes a program oriented focus. A program is a coherent set of activities that represents a service to the 
community or a definable set of costs which have unique characteristics. Most of the current cost centers should be considered 
programs but we may wish to divide them more finely. A program stands on its own and can be added or deleted independently. 
The program focus allows us to construct multiple long range plans by including or excluding specific programs. Consequently, 
each program should be prioritized within the plan and then will be further prioritized when all of the plans are aggregated. 
However, this section is not just about the numbers. We are looking to understand whether the existing organization works 
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(structure, communication, etc.) whether the basic processes have any glaring holes and how each department thinks about the 
services they offer. 


When looking at any program based information or overall analysis make sure the analysis reflects the following three concerns: 


. How can we improve the quality of the service we are providing 
. How can we improve the efficiency or cost effectiveness of the service 
. How can we improve the work experience and quality of life of the people delivering the service 


When looking at any revenue or budget information we should seek to profile the department spending as a whole. This 
includes revolving funds, grants, fees, etc. The sum of all program spending should equal department spending. The sum of 
department spending should equal town spending. It must equal town spending (budget, revolving, etc.) not just town budget. 


When preparing the historical information for this document you should look at your total existing budget and break it down into 
individual programs. When you are preparing future information you should lay out all of your individual programs and then 
aggregate them to form a department total. 


Break down 
current programs 


Cost 
Centers 


Programs 


Departmen 


Roll Up future 
programs 


Overview 


Team Members 


Date Attending Purpose 
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Executive Summary 


Complete this section at the conclusion of the questionnaire. 


MISSION STATEMENT (1 PARAGRAPH) 


LONG RUN PLAN 


2001 2002 2003 


2004 


2005 


Revenue 


Personnel Expense 


Other Expenses 


Equipment 


Capital 


Staff 


Name Title/Role Dept/FACTS 


Meeting/Interview Schedule 


MAJOR PROPOSED PROGRAMS 
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Current State 


Mission 


If you have a current document describing the mission/strategy of your department please attach. If not please create a one 
page summary of your current view and aspirations for your department. The summary should include the following information: 


. Basic services the department is trying to provide 

. Target audience for these services 

. What is the positioning or goals for these services (best in state, middle of road, most cost effective, etc.) 
. Basic direction for types of services, cost of services and work experience 

. How might the department deliver services differently over the next five years 


This section should probably be completed after the remainder of the plan. 


Current Audience 


Who is the major audience for your services. What are the major constituencies. What do you perceive are their major needs? 


Strengths and Opportunities 


Detail the department's top internal and external strengths and review the areas where you feel the department could look to 
improve. 


Strengths Opportunities 


Environmental Changes 


What challenges have faced the department over the past five years as a result of changing external conditions such as: 
. New regulation 


. Contract changes 


. Demographic changes 

. Changing cost of material 
. Shortage of qualified staff 
. Early retirement 


. Competition from private services 


Environmental Challenges 


What new challenges will face the department over the next five years as a result of changing external conditions: 


Environmental Challenges 


Benchmarks and Measurement 


How do you think your department compares to or differs from similar towns or from similar functions in industry? What towns do 
you seek to emulate? 


What are your measures of performance and how do they compare to other standards? Samples of measures include: 
dollars/student, MCAS scores, turnover, citizen satisfaction, student/teacher ratio, response time per emergency call, 
transactions per day, building permits issued, etc. Make sure that you specifically include unique measures for quality of service, 
cost of service, quality of work experience. Please fill out the chart on the following page. See the attached list for comparable 
towns. Discuss any other measurement related issues. 
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List of Benchmark Measures 
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Measure 


CommentiDescription 


Winch. 


Comp. Town 1 


Comp. Town 2 


Comp. Town 3 


Comp. Town 4 


Comp. Town 5 


Mass. 


National 


Industry 
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Current Organization Model 


OVERVIEW 


Please attach a current Organization Chart for your department. If you do not have one please draw a basic chart that includes 
all managers and all functional breakdowns. 


What are the major roles in your group and how is responsibility divided? 


What roles and services do you currently outsource? Has it been effective? 


What roles and services do you currently share with other towns or agencies? Has it been effective? 


Is the performance of your department heavily influenced by union issues? If so please summarize major benefits and current 
areas of concern which impact the delivery of your mission. If you have a document which summarizes the major features of 
your contract please attach. 


COMPENSATION 


Please describe the basic compensation model within your department. How are performance raises awarded. How does this 
interact with "Step and Track" raises. 


How is the performance review process managed? How are incentives/goals set? Are their any financial incentives tied 
specifically to performance? 


PROFESSIONAL DEVELOPMENT AND COMMUNICATION 


How does management communicate with the staff? How do you convey mission, strategy and tactics? How do you collect 
input from the staff? 


How do members of your department communicate with one another and how do they work together (teams, frequent meetings, 
memos, etc.) 


What kind of training/communication programs are in place to improve sense of commitment, skill building, professional 
development, team building, etc. 


What specific programs have you implemented in the last three years to improve the productivity of the staff? (e.g. new 
technology, new processes, etc.) 


How would you assess the current morale and commitment of the department? Do you have any formal way of gathering this 
information? 


On the next page is a chart that describes various groups or constituencies that your department works with and interacts with. 
Please describe how you currently communicate, interact and work with each of these groups and what opportunities exist for 
obtaining more value from each relationship. 
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Communication Summary 


How do you currently How often? How could you 
communicate/interact? improve 
How do you collect communication/interac 


input? tion? 


How could you utilize 
their services more? 


Staff within in the 
department 


Staff from other 
departments 


Town and school 
management 


Elected town 
officials and boards 
(e.g. School Board, 
Town Meeting) 


Peers from other 


OPERATING EXPENDITURES 


What are the critical drivers of costs in your department (e.g. student enrollment, number of miles of road, student/teacher ratio, 
etc.) 


STAFFING 


Please indicate how many employees you have in the categories below. Use Full Time Equivalents (so if someone is working 20 
hours or for 6 months they count as .5 FTE's). Also describe if you expect this mixture to change in the future and if so why. 
Feel free to provide any more detailed staffing information beyond that provided in the "Organization" section above. 


Full Time Part Time Seasonal Contract Total FTE's 


towns, state 
agencies, etc. 
Volunteers 


Organized citizen 
support 
organizations (e.g. 
PTO, Friends of 
Hockey, etc.) 


Town citizens 


Press 


Historical Financials 


Please fill out the summarized financial information on the next page. If possible please include information for the current 
budget year and the previous four years. Include a breakdown of revenue by source and expense categories. Fill out headcount 
information by relevant position breakdown and then use average salary information to calculate salary expense. Include all 
capital projects (not operating expenses) which were funded in the past 5 years. (Provide actual purchase price not debt service 
amount.) Also provide any further department level detail (staffing lists, program budgets, strategic plans, etc.) that you believe 
will be helpful in reviewing the performance of the department. 


REVENUE SOURCES 


Describe what your sources of revenue are including town budget, user fees, donations, state and federal aid, grants, private 
contributions, fund raising organizations, etc. How do you establish user fees. What programs do you have in place to secure 
additional revenue in the form of grants, etc. 


CAPITAL EXPENDITURES 


How do you record your capital assets? What are your control and tracking mechanisms. 


What is your replacement policy for capital? How often? Under what circumstances? 


If you have a capital or fixed asset log for your department please attach. Otherwise please provide a brief inventory of your 
major capital assets currently in place. Consider any single thing over $10,000 or any collection of things over $25,000 as a 
major asset. Group together your assets in the following categories: Real Estate, Vehicles, Technology and All Other. 


Description Number Age Life Original Current 


Cost Value 
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Historical Financial Summary 
1996 1997 1998 1999 2000 


2001 Bud. 


Revenue 
User Fees 
State Aid 
Federal Aid 
Contributions/Donations 
Grants 


All Other 


Expenses 
Personal Services 
Other Expenses 
Equipment 


Town Contribution 


Staffing Plan (Headcount) 
(Pos 1) 
(Pos 2) 
(Pos 3) 
(Pos 4) 
(Pos 5) 
(Pos 6) 
(Pos 7) 
(Pos 8) 
(Pos 9) 


(Pos 10) 


All Other 


Total Headcount 


Total Salary 


Capital Plan 


FACTS Committee Report 


Current Program Review 


Divide your budget into "programs" which represent the core services you deliver and the core cost improvement programs you 
currently have underway. Define any collection of activities which represent a spending or saving of more than 596 of your 
budget or staff. Examples of programs include: 766 compliance athletics, adult education, DARE, park maintenance, computer 
system upgrade, etc. Most of your current cost centers should be considered programs. The sum of all programs should equal 
total spending. 


Begin by filling in the top row from the prior chart and listing the total revenue, expense , staff (FTE's) and capital for your 2001 
budget. Then spread this spending across all of your program. Describe each program and its benefits. Use additional sheets if 
necessary. 


Program Financial Summary 


Program Target Program Revenue Expenses Staff Capital 96 of Rank 
Description Audience Benefits Budget 

Total 2001 

Budget 


Core Services 


Current Technology/Infrastructure Model 


Describe your current technology environment and any other labor saving infrastructure tools that your department uses. 
Describe any planned improvements currently underway. 


FACTS Committee Report 


List your current hardware: 
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Improve quality of service Improve Revenue/Reduce Cost Improve quality of work experience 


Description Quantity Approx. Age 
List your current software applications: 

Description Hardware Platform* Operating System Approx. Age 
List any other technologies used to improve the efficiency of your function (network, specialized tools, etc.): 
Description Quantity Approx. Age 


* Platform refers to the hardware and operating system that executes the application (e.g. IBM PC/Windows 98, Compaq 


Alpha/Unix). 


Comments 


Add any additional information about the current situation that will help the committee in reviewing the programs and services 
offered by your department. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit into the 


framework of the template. 


Short Run Plan - 12 Month Tactical Opportunities 


Opportunities for Improvement/Change 


List the top areas you would change in each of the following three categories over the next 12 months. These should include 
new sources of revenue, cost reductions, quality improvements, better communication with other departments, outsourcing 


opportunities, regionalization opportunities, consolidation, etc. 


Are there programs which you currently fund and execute that do not support your present mission? Please describe. 


Current Process Review 


Please describe your current management control and planning processes. Describe the following: 


. How you prepare budgets? 

. How you monitor and control spending? 

. How do you communicate this information to the town and its citizens? 

. What are the key drivers of your budget? Do you have them dimensionalized (i.e. “In the last five years, enrollment 


growth/ health insurance/energy costs has accounted for X% of expenditure increases.”)? What factors are non- 


controllable and what are controllable? 


. Do you have program or spending principles which guide budget development? If so, what are they? How are 


they derived and implemented? 


. Please describe your financial planning process for budget development. 
. What happens when actuals differ from budget? Please provide some examples. 
. What process is used to shift funds from one account to another? What approvals are required? What, if any, role 


do other town committees of boards play in those decisions? Who has authority to make or approve these 


decisions? How are they recorded or reported? Must they be part of the public record? 


. What process do you use when you propose a new program to be added to the budget? How many new programs 


have been added in the last three years? How are new programs monitored and evaluated? 


Please describe your current practices for managing revolving funds. Describe how you acquire funds, track them, expend 
them, etc. Describe also how you communicate this information to the town and its citizens. Please provide a brief description 


and/or diagram. 
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Please describe your current practices for awarding bids and contracts. Describe how you prepare a bid, get bidders, select 
bidders, etc. Describe also how you communicate this information to the town and its citizens. Please provide a brief description 
and/or diagram. 


For each "process" or "activity" which consumes more than 10% of the staff time fill out one copy of the sheet on the following 
page. Provide a brief description and/or a diagram of how the process works. Examples of processes might include: sending 
out tax bills, answering a 911 call, doing assessments, etc. Make multiple copies of this sheet as needed 


Process Review 


Process Name: 


Process Description: 


Opportunities to Improve the Current Process: 


Process Diagram: 


Comments 


Add any additional information about how to improve the quality or efficiency of the department over the next 12 months that will 
help the committee. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit into the framework 
of the template. 


Long Run Plan - 5 Year Strategic Opportunities 


FACTS Committee Report 
Long Run Vision 


Where will the department be next year? In five years? How should it evolve to meet changing conditions. How should its 
mission change? Think expansively about the evolving mission of your department in light of changing circumstances. Should 
the department be larger? smaller? services outsourced? integrated with private services? Provide a short description of your 
vision for the department. 


Opportunities for Improvement/Change 


List the top areas you would change in each of the following three categories over the next five years: 


Improve quality of service Improve Revenue/Reduce Cost Improve quality of work experience 


Extended Long Run 


Briefly describe any initiatives, challenges or opportunities that the department is planning that extends past the five year 
horizon. This might include new buildings, new infrastructure, new regulation, etc. 


Long Run Organization Model 


If you believe that a new organization would allow you to deliver services more efficiently, please draw an Organization Chart for 
your proposed new structure: 


FACTS Committee Report 
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What would be the major roles in the new structure and why does it provide improved functioning? How would it improve 
communication within the department and externally? Describe any new roles you would create. 


What other town organizations should be changed to improve the collective efforts with your department? 


Long Run Financials 


Develop a high level five year plan using the templates on the next few pages. Your total plan should be the sum: 

. Baseline plan - The FACTS committee in conjunction with the town and school management will create a baseline 
plan for the next five year based on extending your current areas of service. We will include all known payroll 
increases as well as other forecasted changes. 

. New programs you wish to develop - Use budget numbers for 2001 and create plan numbers for the remaining four 
years. These should then be incremental of your baseline - i.e. they should reflect either new services you are 
providing or new ways to reduce costs. Programs can either require additional funds or save existing funds. 

To complete this process do the following: 


. The FACTS committee will supply the Baseline forecast on page 33. 


. Describe all of your programs in the Program Summary sheet provided on page 34. Do not enter any financial 
information. 
. Prepare a separate detailed budget for each program using the Program Summary template provided on page 36. 


Use one copy of the template for each program. 


. Copy the Town Contribution from each Program Summary and other related information to the Program Summary 
sheet provided on page 34. 


. Total the Program Summary Sheet and the Baseline Plan Financial Summary provided to create the full five year 
Long Run Plan Financial Summary on page 32. 


Summarize the major features of your plan below: 


REVENUE SOURCES 


What programs might you undertake to enhance your revenue stream over the next five years? What opportunities exist for 
shifting revenue from the town budget to user fees, donations, state and federal aid, grants, etc.? What additional revenues will 
you require to meet the mission outlined above? 


OPERATIONAL EXPENDITURES 


What programs might you undertake to reduce your cost for delivering services over the next five years? How will your 
expenditure mix change to meet the mission outlined above (more people, more technology, etc.) ? 


STAFFING 


How will your staffing requirements change over the next five years to meet the mission outlined above? 


CAPITAL EXPENDITURES 


What major capital projects might you require over the next five years to meet the mission outlined above? Include only 
programs greater than $10k. 


Description Proposed Cost 


Long Run Programs 


Please enumerate all of the programs that you would like to undertake over the next five years. These programs should include 
all activities to: 


. Improve quality of existing services 
. Offer new services 
. Improve the flow of revenue 
. Reduce cost 
. Improve the quality of experience for the staff 
. Any new programs which are mandated by changing regulation 
Use the template on the following pages to create a more detailed plan for each program. Use one page per program. 


Programs should represent at least 1% of your current budget to be broken out separately. Aggregate all remaining programs 
into an "All Other" program. You should attach any work sheets with additional detail describing these programs. In the status 
section code: R = Required by statute, C = Cost saving or revenue program that pays for itself, M = Modest expansion of existing 
services that requires new funding, N = Significant new program that requires funding. 


Long Run Plan Financial Summary 


2001 2002 2003 2004 
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Revenue Expenses 
User Fees Personal Services 
State Aid Other Expenses 
Federal Aid Equipment 
Contributions/Donations 
AA” | 


Grants Total Expenses 


All Other 


Town Contribution 
Total Revenue ss] a A ee Tl 
Staffing Plan (Headcount) 
Expenses 
Personal Services 
Other Expenses 
Equipment 
Tolal Expenses o e a E e 
Town Contribution 
Staffing Plan (Headcount) 
All Other 


Total Headcount 
Total Salary 


Capital Plan 
em 1) 
em 2) 
em 3) 
em 4) 
em 5) 
em 6) 
em 7) 
em 8) 
em 9) 
em 10) 
| Other 


Total Capital Spending 


All Other 


Total Headcount 
Total Salary 


Capital Plan 
em 1) 
em 2) 
em 3) 
em 4) 
em 5) 
em 6) 
em 7) 
em 8) 
em 9) 
em 10) 
| Other 
po c S T [5 Eh 


Total Capital Spending 


22222222224 


Revenue 
User Fees 


State Aid 

Federal Aid 
Contributions/Donations 
Grants 

All Other 


Tola Revenue [I —LCL——L———À 
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Total Salary 


Program Summary Sheet Capital Plan 


em 1) 
em 2) 
em 3) 
Program Target Program | 200 200 | 200 200 200 Net R Stat em 4) 


Description | Audience Benefits | 1 2 3 4 5 Staf | an | us em 5) 
f k em 6) 


Town Contribution 


em 7) 


em 8) 
em 9) 
em 10) 
| Other 


Total Capital Spending 


Long Run Technology/Infrastructure Model 


Describe how you might change your technology/infrastructure over the next five years to meet your mission outlined 
above? 


Summary for Program 


Long Run Measurement 


Revenue How will you know if you are being successful in executing your five year plan? What interim results will you see? 
User Fees What tangible measures of progress will you see? 
State Aid 
Federal Aid 
Contributions/Donations 
Grants 
All Other 


Total Revenue 


Expenses 
Personal Services 
Other Expenses 


Equipment 

What specific new measures do you propose for measuring the department over the next five years? 
Measure Description Target Value 

Town Contribution 

Staffing Plan (Headcount) 
Comments 
Add any additional information that will help the committee in reviewing the five year plan for programs and services 
offered by your department. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit 
into the framework of the template. 


All Other 


Total Headcount 
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Appendix B - Sample Department Templates 


During the first 60 days of our work FACTS interviewed virtually every department manager within the 
Town. We have selected two responses to illustrate the type of information that we collected. All of the 
completed department templates are available in hard copy format as part of the FACTS library. 
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WINCHESTER FIRE DEPARTMENT 


Winchester FACTS Committee 
Long Range Planning Template 


FIRE DEPT. 


Date: September 1, 2000 
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FACTS Committee Report 


Team Members 


LoNG RUN PLAN 


Name Title/Role Dept/FACTS 2001 2002 2003 2004 2005 
John Nash Chief of Department Fire Department 

Revenue 163,000 183,000 266,000 288,000 303,000 
Michael Cassidy Team Leader FACTS 

Personnel Expense 2,513,865 2,759,281 2,838,459 2,926,013 3,016,193 
Sal Battinelli FACTS 

Other Expenses 123,900 130,095 136,599 143,430 150,601 
Stephen Lynch FACTS Equipment 9,000 10,000 11,000 12,000 13,000 

Capital 122,500 43,000 54,000 80,000 27,000 

Staff 46 51 51 51 51 


Meeting/Interview Schedule 


Date Attending Purpose 

7/24/00 Nash, Cassidy, Battinelli Preliminary, Overview 
8/3/00 Postponed Interim Report 

8/24 Nash, Cassidy, Lynch Interim Report 


Executive Summary 


Complete this section at the conclusion of the questionnaire. 


MISSION STATEMENT (1 PARAGRAPH) 


The mission of the Winchester Fire Department is to protect 
the lives and property of the public by providing the highest 
quality of fire suppression, rescue, emergency medical care, 
public education, and fire prevention. 


The members of the Winchester Fire Department are dedicated to serve the community in order to minimize the loss of life or 
property as a result of fire, medical emergency or other disaster. They actively participate in the community, serve as role models, 
and perform to the highest standards of the professional firefighter. They have an inspiring sense of duty, choosing to place 
themselves in harms way, knowing they might sacrifice their life, so that another may live. 


The members of the Winchester Fire Department are committed to working together, with the support of the community, to provide 
a safe environment for its residents, neighbors, and visitors. 


MAJOR PROPOSED PROGRAMS 


. Restore the firefighting ability of the Department by restoring the four (4) positions that were lost in 1992 as a result of 
layoffs. 
. Improve the quality and effectiveness of emergency patient care by advancing the Fire Department's service to 


Paramedic level. 


Current State 


Mission 
If you have a current document describing the mission/strategy of your department please attach. If not please create a one page 
summary of your current view and aspirations for your department. The summary should include the following information: 


. Basic services the department is trying to provide 

. Target audience for these services 

. What is the positioning or goals for these services (best in state, middle of road, most cost effective, etc.) 
. Basic direction for types of services, cost of services and work experience 

. How might the department deliver services differently over the next five years 


This section should probably be completed after the remainder of the plan. 


The Winchester Fire Department provides many emergency and non-emergency services to the community. Fire suppression, 
rescue, and medical services are the most critical emergency functions. Additionally, fire prevention and education are the basic 
components of the non-emergency functions of the department. 


Many components in the Fire Department's operation are required to support its mission. The department's most valuable resource 
is its personnel. Training and education of the personnel is the cornerstone for the success of the department. 


The Winchester Fire Department has positioned itself to provide the best possible service within the constraints of the budget 
provided by the community. This has resulted in a Department that is slightly understaffed and struggling to maintain all of the 
services required. The current state of the Departments budget positions it to provide average service, which is often interpreted as 
“most cost effective”. 


The Department has committed to providing more advanced life support ambulance services in the future. Although this level of 


service is more expensive, the expense will be offset by increased revenue. The benefit of this goal will be measured in lives saved 
or improved rather than dollars saved or expended. 


Current Audience 


Who is the major audience for your services? What are the major constituencies? What do you perceive are their major needs? 
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The general population requires Fire Department services. Those requiring proportionally greater services are the young and the 
elderly. The increasing average age of residents, combined with medical advances that allow people to enjoy life longer, have 
contributed to greater need for quality emergency medical services. 


The frequency of required fire suppression services has diminished as a result of smoke detector installation and effective fire 
prevention measures, however the increasing age and number of Winchester's buildings presents a continued risk. Electronic 
smoke detection has greatly improved early detection and escape from fire, but has not eliminated the source of fire. It is unlikely 
that fire suppression activity will decrease further in the near future. 


Over the last 20 years, the Fire Department has increased its emphasis on emergency medical services to meet the needs of the 
community. In the most recent 5-year period, the number of medical responses by the Fire Department has doubled. The 
Department continues an aggressive hiring and training process to deliver the highest level of medical care to the community. 
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. Shortage of qualified staff 
. Early retirement 


. Competition from private services 


Environmental Challenges 


Strengths and Opportunities 


Detail the department's top internal and external strengths and review the areas where you feel the department could look to 


improve. 


New Regulations: New law requires firefighters hired after 11/96 to receive full medical examination and physical ability testing 
every two years. The medical testing should be applied to all firefighters. The cost of this program is estimated to be $9,000 
annually. 


Strengths 


Opportunities 


Contract: Increase of one (1) Fire Officer position to occur in Spring '01 - Day Fire Prevention Officer 
Increased requirement for on-duty medical training for EMT's Provision for additional Personal Days for employees 
Provision for additional vacation time for senior employees Decrease in number of years required to obtain additional 
vacation time Provision for Random Drug Testing resulting in additional medical testing expenses Additional stipends 
paid — CDL Operators Aging work force has resulted in increased longevity expenses (cyclical) Increased average 
of service years has resulted in additional vacation absences (cyclical) 


A highly trained and effective workforce with the skills, 
knowledge, and experience to perform under great stress. 


Additional staff is required to fully benefit from the efforts of 
the current staff. Minimum staffing has become the rule rather 
than the exception. This prevents the staff from fulfilling their 
own duties, while performing the work of those that are 
missing. 


Demographic Changes: Aging population has steadily increased emergency medical responses. 


A full compliment of modern fire apparatus from which to 
operate. Capital expense for fire apparatus is not anticipated 
for at least 8 years. 


To utilize this financial respite to concentrate on upgrading the 
less expensive equipment necessary to operate a modern 
and efficient fire department. Safety equipment that protects 
our employees is one area that continually needs to be 
addressed. 


Cost of Materials: Costs of equipment and supplies required to operate the department have increased. The budget for these 
items has been level funded for several years, resulting in the ability to purchase fewer needed materials. The effect is seen in 
the deterioration of the buildings and the inability to upgrade tools and equipment. 


Three fire stations that are well positioned to provide service 
in the future. No additional stations are required or anticipated 
to be required in the far future, regardless of build-out in the 
Town. 


To maintain the existing structures to continue operation 
without interruption. There are several structural and cosmetic 
deficiencies in these buildings. Most notably, the floor of the 
Alben Street Station is unable to bear the weight of the 
apparatus and should be repaired. The Mount Vernon Street 
Station, partially refurbished in 1985, needs roof replacement 
or extensive repair. 


What new challenges will face the department over the next five years as a result of changing external conditions? 


Environmental Challenges 


Integrated Police/Fire/Ambulance Dispatch provides 911 
services to the Town. This format has proved most cost 
effective. (The 911 Center is administered and budgeted by 
the Police Department) 


Lack of adequate staffing during times of emergency has 
resulted in reduced efficiency in fire department response and 
operation. The 911 Center should be staffed with 2 operators 
during all day and early evening hours. 


Increased use of automatic fire alarm systems will result in more full department responses for false alarms and minor fires 
that would otherwise be handles by a single engine response. 


Limited growth of occupancies that are likely to increase the 
need for fire or medical response. 


Provides opportunity to fund services without excessive 
escalation of costs, however limited growth results in limited 
tax revenue increases. 


The aging of the population will continue to increase the number of emergency medical responses. Additionally, medical 
advances will raise the level of medical training and expertise required of personnel. 


The existence of a hospital in the community provides 
reduced transport times for ambulance patients and the ability 
of the ambulance to return to service more quickly. 


The closing of many area hospitals has resulted in over 
utilization of the hospitals emergency room, making it 
unavailable for this department's patients. This has resulted in 
increased transport times to more distant hospitals. This 
removes firefighters from within Winchester and reduces the 
manpower available to fight fires. 


Long-term full employment of the general population has reduced the availability of suitable candidates for the entry-level 
firefighter position. 


Department benefits from recent purchase and installation of 
computers sharing network with town departments. 


Modern fire reporting and administration software is required 
to upgrade current outdated and ineffective system. 


Increased public educational cost for the community has reduced available funds for public safety. 


Environmental Changes 


What challenges have faced the department over the past five years as a result of changing external conditions such as? 


. New regulation 
. Contract changes 
. Demographic changes 


. Changing cost of material 
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Benchmarks and Measurement 


How do you think your department compares to or differs from similar towns or from similar functions in industry? What towns do 
you seek to emulate? 


Winchester has until recent years kept pace with area departments. In 1992, firefighters were laid off in Winchester, as well as in 
other communities. Since that time, the other communities have restored the manpower of their fire departments and in many cases 
exceeded the pre-1992 level. Winchester has not been able to restore the lost manpower due to budgetary constraints. 


Despite this reduction in manning and its attendant problems, the Winchester Fire Department continues to provide a full 
compliment of both emergency and non-emergency services. 


What are your measures of performance and how do they compare to other standards? Samples of measures include: 
dollars/student, MCAS scores, turnover, citizen satisfaction, student/teacher ratio, response time per emergency call, transactions 
per day, building permits issued, etc. Make sure that you specifically include unique measures for quality of service, cost of service, 
quality of work experience. Please fill out the chart on the following page. See the attached list for comparable towns. Discuss any 
other measurement related issues. 


The performance of the Fire Department cannot only be measured by convenient statistics such as response times or cost per 
response. The success and value of this Fire Department is evidenced by several factors. Some of these factors are the 
Departments overall ability to provide protection to reduce injuries, loss of life, and excessive property losses from fire, its ability to 
educate the public, its efforts to prevent the outbreak of fire, and the level of effective medical care that fire personnel render to the 
community. 


The Fire Department's role in the provision of ambulance and emergency medical service to the community has provided a 
quantum leap in both quality of service and value to the Town. The firefighters assumed the responsibility for provision of 
ambulance service with no additional manpower provided. The revenue generated by the ambulance service far exceeds that of 
the cost to the community. 


In measuring the ability of fire departments to protect property the community, the insurance industry uses a rating system based 
on several factors such as training, equipment, and communications. A value of one to ten is determined for each community. A 
rating of 1 is the highest rating, while a rating of 10 would indicate a community with no fire department. This rating system is a 
major factor in determining fire insurance premiums. Winchester has earned a rating of 3, as have most of our area communities. A 
drop in this rating would result in insurance cost increases to the residents that would far exceed any savings from reduction in 
services. The City of Cambridge has earned a rating of Class 1, which translates into significant savings for that city's property 
owners. 


Cost of Materials: Costs of equipment and supplies required to operate the department have increased. 
The budget for these items has been level funded for several years, resulting in the ability to purchase 
fewer needed materials. The effect is seen in the deterioration of the buildings and the inability to 
upgrade tools and equipment. 
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Firefighters per | Percent of | Fire Department E 5 = 
1,000 Population General Fund | also Provides 9 E 2 ka 
Revenue for Ambulance Service E D = o5 3 
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Winchester 2:0 6.0 YES 44 5 7 32 9 2 1 707 227 1934 1008 
Belmont m 23 MS 52 4 12 | 36 12 2 1 398 2591 2989 1512 
Cohasset 3:38 5 YES 24 4 0 20 4 2 1 70 393 1463 658 
Newton 2.59 6:9 NO 192 10 34 | 134 42 7 0 1150 3200 4350 0 
Stoneham m 6:8 NO 30 5 5 28 8 2 0 1423 564 2987 0 
Acton 1.98 5.0 NO 0 
Andover 1:85 ud YES 72 0 13 | 54 16 3 2 3063 2583 
Arlington 1.96 6.3 YES 0 
Canton m 6:8 MES 44 0 9 33 10 2 2 1349 1986 
Hingham 2:15 Tat. ES 44 5 6 33 10 2 1 155 1240 
Lexington Te 46 YES 52 4 8 39 12 2 1 877 2607 3484 1393 
Marblehead 2.04 6.5 NO 0 
Melrose 1.97 D 59 7 10 | 41 11 3 0 647 2478 3125 0 
Needham m m 64 2 6 51 14 3 2 508 1781 2289 1484 
Saugus 1:62 6.0 NO 47 7 7 32 9 2 0 528 3145 3673 0 
Wakefield 174 $4 No 48 5 4 40 10 2 0 491 2133 2624 0 
Wellesley 1.49 Dd NO 57 5 12 | 40 12 3 1 185 1800 1985 1495 
Wilmington 1.70 4.8 YES 35 0 5 28 7 2 1 901 1571 
Woburn 192 ss YES 67 5 17 |48 15 3 1 795 1326 2121 3102 
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Current Organization Model 


OVERVIEW 


Please attach a current Organization Chart for your department. If you do not have one please draw a basic chart that includes all 
managers and all functional breakdowns. 


SEE FOLLOWING PAGES 9a, 9b, and 9c. 


What are the major roles in your group and how is responsibility divided? 


The Fire Department operates in rank system. The Chief of Department is responsible for the overall administration and operation, 
while Captains and Lieutenants provide operational supervision. The division of responsibility flows formally from top to bottom and 
is clearly delineated. 


What roles and services do you currently outsource? Has it been effective? 


One major component that is outsourced is the provision of Advanced Life Support (ALS) services. The success of this service is 
evident in the town's ability to provide advanced medical care to the seriously ill and injured. While there is no doubt that this 
service is both efficient and effective, its long-term availability is uncertain. The North Suburban Hospital Consortium, contracting 
through a private ambulance service provider, currently provides ALS to Winchester and surrounding communities. Neither the 
Town nor the Hospital Consortium pays for the provision of this service. Should the private ambulance provider discontinue the 
service, the Town may be required to subsidize any future service. 


A second function that is occasionally outsourced is training. Utilizing expertise outside the department provides access to training 
opportunities that otherwise would not exist. This program is highly effective and ensures that our personnel receive a wide 
knowledge and skills base, along with a high quality of instruction from experts in the specific disciplines. 


What roles and services do you currently share with other towns or agencies? Has it been effective? 


The Fire Department relies on the exchange of emergency services with other municipal fire departments. Winchester is party to an 
agreement with an organization of 32 cities and towns to provide mutual assistance. This organization is known as Metrofire. 
Winchester relies on this mutual assistance to supplement our own personnel and equipment in the event of multiple fires, large- 
scale fires, simultaneous ambulance calls, and incidents requiring several ambulances. 


Winchester also relies on the State Fire Academy to provide recruit training for new firefighters. This training is highly formalized 
and effective. 


Is the performance of your department heavily influenced by union issues? If so, please summarize major benefits and current 
areas of concern, which impact the delivery of your mission. If you have a document, which summarizes the major features of your 
contract, please attach. 


The Winchester Firefighters are governed by a contract with the Town. The contract specifies a range of working conditions and 
benefits to be provided the firefighters. While the contract does not interfere heavily with the administration of the department, there 
are several provisions earned by the employees that have significantly altered the service level. Additional vacation time and 
personal days have not been compensated for with additional manpower, which increases the reliance on overtime personnel and 
expense. 
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Wincester Fire D 


epartment 


2000 Organizational Structure 


Wincester Fire Department 
2001 Organizational Structure 


Chief of Chief of 
Department Department 
Captain 
Secretary Administration Secretary 
Fire Prevention 
Captain Group 1 Captain Group 2 Captain Group 3 Captain Group 4 Captain Group 1 Captain Group 2 Captain Group 3 Captain Group 4 
— — == == — — == [e 
Lieutenant Lieutenant Captain Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant 
Headquarters West Side Headquarters West Side Headquarters West Side West Side West Side Headquarters West Side Headquarters West Side Headquarters West Side West Side West Side 
6 Firefighters 2 Firefighters 6 Firefighters 2 Firefighters 6 Firefighters 2 Firefighters 6 Firefighters 2 Firefighters 6 Firefighters 2 Firefighters 6 Firefighters 2 Firefighters 6 Firefighters 2 Firefighters 6 Firefighters 2 Firefighters 
Wincester Fire Department 
Proposed Organizational Structure 
Chief of 
Department 
Captain 
Administration/ Secretary 
Fire Prevention 
Captain Group 1 Captain Group 2 Captain Group 3 Captain Group 4 
= — == = 
Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant Lieutenant 
Headquarters West Side Headquarters West Side Headquarters West Side West Side West Side 
7 Firefighters 2 Firefighters 7 Firefighters 2 Firefighters 7 Firefighters 2 Firefighters 7 Firefighters 2 Firefighters 
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COMPENSATION 


Please describe the basic compensation model within your department. How are performance raises awarded? How does this 
interact with "Step and Track" raises? 


Compensation is established by a negotiated contract with the Firefighter's union. There is no administrative discretion involved in 
the determination of raises. There are step increases for employees in their first two years of service. After these initial years, all 
Firefighters, Lieutenants, and Captains receive the same base wages, respectively. 


Employees are provided longevity payment based on years of service that are commensurate with other step and track models. 


How is the performance review process managed? How are incentives/goals set? Are their any financial incentives tied 
specifically to performance? 


Due to the nature of the Firefighter's contract, performance review does not impact wages. Incentive is provided through promotion 
and assignment, while goals are set by administrative order. 


Financial incentive is associated with levels of training, certification, and abilities, but not necessarily performance. Those attaining 
advanced levels of expertise receive additional compensation established through collective bargaining. 


Specialized staff assignments, such as Fire Prevention Officer and Emergency Medical Services Director, also receive advanced 
wages based on their responsibilities. 


PROFESSIONAL DEVELOPMENT AND COMMUNICATION 


How does management communicate with the staff? How do you convey mission, strategy and tactics? How do you collect input 
from the staff? 


Communication between management and staff is very direct and the standards of operations are conveyed through developed 
orders. There is constant interaction between management and staff to ensure the efficiency and effectiveness of the Fire 
Department is maintained. All employees understand the critical nature of their work and the need to communicate in order to be 
successful. 


How do members of your department communicate with one another and how do they work together (teams, frequent meetings, 
memos, etc.) 


Due to the 24-hour per day operation of the Department and constantly changing personnel shifts, members are able to 
communicate on a face-to-face basis. Shift officers convey short-term information, which is then disseminated to shift members. 
Important information or long-term information is posted and observed by all personnel. 


What kinds of training/communication programs are in place to improve sense of commitment, skill building, professional 
development, team building, etc? 


Shift officers meet regularly with the Chief of Department to improve and refine operations. Training of general staff is continuous 
and team oriented to provide the skills, knowledge, and abilities required for personnel to perform tasks with confidence and 
proficiency. Outsourcing of some critical and highly technical training components provides the most current and expert training 
available. 


What specific programs have you implemented in the last three years to improve the productivity of the staff? (e.g.: new 
technology, new processes, etc.) 


Several new programs and procedure have been implemented to improve both the service to the community and the effectiveness 
of emergency operations. 


Staffing for the Fire Prevention Division has been increased from one officer to two officers on separate shifts, greatly 
improving public inspection and education programs. 


. An Officer has been assigned the duty of Dispatch Liaison to improve the quality of fire alarm operations and emergency call 
dispatching. 

. An officer has been assigned the responsibility to coordinate and develop training programs to enhance the skill level in the 
Department. 

. Additional portable radios have been purchase to improve fireground communication. 

. Several training components have been added to improve firefighter safety and enhance rescue techniques. 


Computer equipment has been installed to manage and record the activities of the department. Software is currently being 
evaluated for acquisition. 


The overtime system for replacement of personnel has been changed to better suit the needs of the Department 


Hiring standards for new personnel have been improved. 
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How would you assess the current morale and commitment of the department? Do you have any formal way of gathering this 
information? 


There is no formal process to evaluate the moral of the department at any given time. The best indicator of moral is the positive 
response to duties and level of professional support provided by the personnel. Despite several years of wage disputes and budget 
constraints, the moral of the fire department personnel is currently quite high. This is owed, in part, to increased activity level, more 
diverse training, and a more inclusive work environment. 


On the next page is a chart that describes various groups or constituencies that your department works with and interacts with. 


Please describe how you currently communicate, interact and work with each of these groups and what opportunities exist for 
obtaining more value from each relationship. 


Communication Summary 


How do you currently communicate/interact? How do How often? 
you collect input? 
Staff within in the department Direct Daily 
Staff from other departments | The Fire Department shares dependency with most town 
departments and communication is continual. Weekly 
Town and school management | Ongoing programs of fire safety and building inspection and Weekl 
testing. y 
Elected town officials and boards (e.g. : 
School Board, Town Meeting) As requested or as necessary to resolve issues. Weekly 
Peers from other towns, state agencies, 
etc. Participate in many professional development organizations. Weekly 
Volunteers Volunteer participation in the Winchester Fire Department is 
un Monthly 
extremely limited. 
Organized citizen support organizations Organized groups request services and from time to time Monthl 
(e.g. PTO, Friends of Hockey, etc.) provide program or financial support. y 
Town us Fire department responds to a variety of requests from the 
n Hourly 
public. 
Press ; R : 
Local Press has established routine on-site presence Weekly 


Historical Financials 


Please fill out the summarized financial information on the next page. If possible please include information for the current budget 
year and the previous four years. Include a breakdown of revenue by source and expense categories. Fill out headcount 
information by relevant position breakdown and then use average salary information to calculate salary expense. Include all capital 
projects (not operating expenses) which were funded in the past 5 years. (Provide actual purchase price not debt service amount.) 
Also provide any further department level detail (staffing lists, program budgets, strategic plans, etc.) that you believe will be helpful 
in reviewing the performance of the department. 


REVENUE SOURCES 

Describe what your sources of revenue are including town budget, user fees, donations, state and federal aid, grants, private 
contributions, fund raising organizations, etc. How do you establish user fees. What programs do you have in place to secure 
additional revenue in the form of grants, etc. 

99% of operating revenue is from the Town Budget. Other resources are: 


. Permit and inspection fees 


. Ambulance fees 
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. Donations for the purchase of equipment 

. State or federal disaster reimbursement for specific overtime funds 
. Federal grant monies for specific programs 

. State grant monies for educational program support 


State law regulates some permit and inspection fees, others are determined by the Board of Selectmen. 


Additional grant money is difficult to acquire. There are grant programs currently being proposed for the fire service, however 
several programs require considerable shared town expense. 


OPERATING EXPENDITURES 


What are the critical drivers of costs in your department (e.g. student enrollment, number of miles of road, student/teacher ratio, 
etc.) 


Operating expenditures are driven by the personnel costs associated with providing the minimum number of firefighters capable of 
providing reasonable fire protection to the community. It has been established by experience that the absolute minimum manpower 
required to provide modest fire protection is 9 men on duty. This standard is diminished by the provision of ambulance service by 
the Fire Department. Overtime expense to maintain this level presents with a reduced benefit versus cost. A much greater value 
would be realized by funding additional personnel, thereby reducing the overtime expenses of the department. 


Any reduction in current manpower, even without the provision of ambulance service would not only place the public and the 
firefighters at risk, but would also present a violation of NFPA and OSHA standards. Although Massachusetts is not under direct 
jurisdiction of OSHA, the existence of a recognized standard certainly compels Massachusetts communities to comply for both legal 
and moral reasons. 


STAFFING 


Please indicate how many employees you have in the categories below. Use Full Time Equivalents (so if someone is working 20 
hours or for 6 months they count as .5 FTE's). Also describe if you expect this mixture to change in the future and if so why. Feel 
free to provide any more detailed staffing information beyond that provided in the "Organization" section above. 


It is intended to request 4 additional firefighter positions (1 per shift) in, FY'02, to replace the positions lost in 1992 due to budget 
constraints. Overtime reduction will fund 4096 of this additional personnel expense. 


Full Time Part Time Seasonal Contract Total FTE's 


46 0 0 0 46 


CAPITAL EXPENDITURES 


How do you record your capital assets? What are your control and tracking mechanisms? 


Most capital assets are vehicles or emergency response equipment. Capital assets are controlled by a maintenance accounting 
system. Inventory and maintenance is conducted at least weekly and any deficiencies are reported and corrected. 


What is your replacement policy for capital? How often? Under what circumstances? 


Capital equipment is scheduled for replacement based on projected life. Typically, replacement is accomplished when continued 
use presents a risk to the employees or the public. Although this is not a very high standard of conditions, it has historically been 
the only successful standard that results in public funding. 


If you have a capital or fixed asset log for your department please attach. Otherwise please provide a brief inventory of your major 
capital assets currently in place. Consider any single thing over $10,000 or any collection of things over $25,000 as a major asset. 
Group together your assets in the following categories: Real Estate, Vehicles, Technology and All Other. 
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Description Number Age Life Original Cost Current Value 
Engine 1 — 1250 gpm Class A 1 0 20 285,000 276,000 
Pumper 

Engine 3 — 1250 gpm Class A 1 1 20 150,000 276,000 
Pumper 

Engine 2 — 1000 gpm Class A | 4 13 20 150,000 276,000 
Pumper 

Engine 6 — 250 gpm Mini-pumper 1 11 15 62,000 110,000 
Ladder 1 — 110 ft. Aerial Ladder 1 6 20 340,000 425,000 
Ambulance 5 1 9 8 70,000 112,000 
Ambulance 6 1 16 8 47,400 112,000 
Lighting Plant 1 1 26 20 18,000 60,000 
Pickup Truck 1 3 10 24,000 26,000 
Fire Prevention Vehicle 1 0 10 29,500 29,500 
Fire Alarm Utility Truck 1 12 15 54,000 80,000 
Chief's Vehicle 1 5 10 24,000 24,000 
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Historical Financial Summary 


1996 1997 1998 1999 2000 2001 Bud. 

Revenue 

User Fees 11,198 15,091 11,641 16,339 15,620 18,000 

State Aid 0 0 0 0 0 0 

Federal Aid 0 0 0 0 0 0 

Contributions/Donatio | 0 0 0 4,445 0 0 

ns 

Grants 0 8,500 5,185 5,028 4,739 5,000 

All Other 0 0 0 0 0 0 

Ambulance 76,316 103,880 104,416 128,173 141,894 155,000 


Expenses 


Personal Services 2,513,865 
Other Expenses 123,900 


Equipment 9000 


Total Expenses 2,207,667 2,355,932 2,404,916 2,470,190 2,586,895 2,646,765 


Town Contribution 


Staffing Plan (Headcount) 


Firefighter (32) 41,706 42,996 44,326 45,697 47,110 47,110 
Fire Lieutenant (7) [51,139 52,721 54,352 56,033 57,766 57,766 
Fire Captain (5) 57,302 59,074 60,902 62,786 64,728 64,728 
Chief of Dept (1) 78,889 83,040 87,412 83,239 85,813 85,813 
Secretary (1) 34,840 35,918 37,029 38,174 39,355 39,355 
All Other (0) 0 0 0 0 0 0 


Total Headcount 46 |46 46 46 46 46 46 
Total Salary 2,092,804 2,159,247 2,227,847 2,289,878 2,360,690 2,360,690 
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Capital Plan 
Fire Pumper 
Pick-up Truck 26,000 
Fire Prevention 
Vehicle 
Administrative 22,000 
Vehicle 
Radio Equipment 
Station Exhaust 
System 
Ambulance 112,000 
(Item 9) 
(Item 10) 
All Other 


Total Capital 22,000 26,000 328,000 122,500 
Spending 


Current Program Review 


Divide your budget into "programs" which represent the core services you deliver and the core cost improvement programs you 
currently have underway. Define any collection of activities that represent a spending or saving of more than 5% of your budget or 
staff. Examples of programs include: 766 compliance athletics, adult education, DARE, park maintenance, computer system 
upgrade, etc. Most of your current cost centers should be considered programs. The sum of all programs should equal total 
spending. 


Begin by filling in the top row from the prior chart and listing the total revenue, expense, staff (FTE's) and capital for your 2001 
budget. Then spread this spending across your entire program. Describe each program and its benefits. Use additional sheets if 
necessary. 
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Program Financial Summary 
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Program Description Total 2001 | Target Audience Program Benefits Revenue Expenses Staff Capital 96 of Budget Rank Mandated 
Budget Core Services 
Provide emergency services to at-risk population and 
Firefighting General Population reduce insurance expense of property owners 
2,352,127 44 83,083 88.88 1 
Provide high quality emergency medical care to 
Emergency Medical Services General Population residents and visitors. 
128,000 16,606 1 14,000 6.27 2 
Maintain fire code enforcement and provide fire safety 
i education 
General Population 10457 2 0 04 3 
Fire Prevention 
Provide fire safety education 
SAFE Program Elementary school students and 
senior citizens 
0 0 0 - 
m : Firefighting & Emergency Ensure success and safety of mission. - 
Training & Education Medical staff 20,000 0 0 0.76 
. Maintains ability to fight fires and Provides necessary equipment for firefighters and - 
Maintenance save lives medical staff 
38,506 0 0 1.45 
Equipment General Population Provides resources for emergency operations 9,000 0 0 0.34 - 
Administers policy and operation of department 128,240 2 0 4.85 - 
Administration General Population 
0 71,829 0 0 2.71 - 


All Other 
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Current Technology/Infrastructure Model 


Describe your current technology environment and any other labor saving infrastructure tools that your department uses. Describe 
any planned improvements currently underway. 


The Winchester Fire Department currently has six (6) new, networked PC's. Additionally, there are six aged workstations utilized for 
record keeping. New software will allow the department to abandon these old workstations and outdated software. New software is 
currently being evaluated to accomplish this goal. 


List your current hardware: 


Description Quantity Approx. Age 
Dell Optiplex PC 6 1 

HP Scanner 1 1 

Nikon Digital Camera 1 0 

HP Color Printer 1 1 
Workstation Keyboard & Monitor 5 10 

Dot Matrix Printer 1 6 

List your current software applications: 

Description Hardware Platform* Operating System Approx. Age 
Microsoft Office 2000 Pro Win 98 Windows 1 

McDonnell Douglas Pro-IV Unix 15 

CAMEO Win 98 Windows 1 

ALOHA Win 98 Windows 1 

MARPLOT Win 98 Windows 1 

Explorer 5.5 Win 98 Windows 0 


List any other technologies used to improve the efficiency of your function (network, specialized tools, etc.): 


Description 


Quantity Approx. Age 


System Network 6 1 
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* Platform refers to the hardware and operating system that executes the application (e.g. IBM PC/Windows 98, Compaq 
Alpha/Unix). 


Comments 


Add any additional information about the current situation that will help the committee in reviewing the programs and services 
offered by your department. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit into the 
framework of the template. 


The Winchester Fire Department is currently evaluating software for records and operational management as well as emergency 
dispatch. The 15-year-old McDonnell Douglas software presently used is wholly inadequate for our purpose and represents a major 
impediment to progress. It is expected that a proposal for new and modern software will be prepared for the 2000 Spring Town 
Meeting. 


Short Run Plan - 12 Month Tactical Opportunities 


Opportunities for Improvement/Change 


List the top areas you would change in each of the following three categories over the next 12 months. These should include new 
sources of revenue, cost reductions, quality improvements, better communication with other departments, outsourcing 
opportunities, regionalization opportunities, consolidation, etc. 


Improve quality of service Improve Revenue/Reduce Cost Improve quality of work experience 


Upgrade X Ambulance service to 
Intermediate Life Support 


Upgrade Ambulance service to 
Intermediate Life Support 


Upgrade Ambulance service to 
Intermediate Life Support 


Hire 4 additional firefighters (1 on each 
of 4 shifts) 


Provide additional funding for increased 
staffing of 911 Dispatch Center 


Are there programs which you currently fund and execute that do not support your present mission? Please describe. 


No 


Current Process Review 


Please describe your current management control and planning processes. Describe the following: 


. How you prepare budgets? 

. How you monitor and control spending? 

. How do you communicate this information to the town and its citizens? 

. What are the key drivers of your budget? Do you have them dimensionalized (i.e. “In the last five years, enrollment 


growth/ health insurance/energy costs has accounted for X% of expenditure increases.”)? What factors are non- 
controllable and what are controllable? 


. Do you have program or spending principles which guide budget development? If so, what are they? How are they 
derived and implemented? 


. Please describe your financial planning process for budget development. 


. What happens when actuals differ from budget? Please provide some examples. 


FACTS Committee Report 


. What process is used to shift funds from one account to another? What approvals are required? What, if any, role do 
other town committees of boards play in those decisions? Who has authority to make or approve these decisions? 
How are they recorded or reported? Must they be part of the public record? 


. What process do you use when you propose a new program to be added to the budget? How many new programs 
have been added in the last three years? How are new programs monitored and evaluated? 


Budget preparation is largely based on the next previous year's experience, adjusted for contractual changes. Spending is 
controlled by minimal expenditures on existing programs and limited expenditure on new programs. This information is 
disseminated to the public through the Town Meeting process. Expenditures are driven by personal services and are regulated by 
the contract with the Firefighters Union. Budget development is guided by the Town's preference of maintaining the status quo 
through budget restriction. 


Several conditions result in the actual expenditures differing from actual expenses. Overtime is increased by increased activity, 
large storms, and unanticipated, long-term employee absences. Repair and maintenance expense can be greatly altered by major 
equipment breakdowns and increased activity. 


Retirement of an employee just prior to the summer vacation period can result in overtime expense of $20,000. Personal Service 
funds cannot be acquired from other funds, however other Personal Service accounts may be used as a supplement. This has 
resulted in under funded programs. The only recourse is to return to Town Meeting for additional funding. 


Any new programs or expenses are submitted as a request to the Town Manager. The Department request is submitted along with 
the Town Manager's recommendation to Town Meeting for approval. 


Please describe your current practices for managing revolving funds. Describe how you acquire funds, track them, expend them, 
etc. Describe also how you communicate this information to the town and its citizens. Please provide a brief description and/or 
diagram. 


Not Applicable 


Please describe your current practices for awarding bids and contracts. Describe how you prepare a bid, get bidders, select 
bidders, etc. Describe also how you communicate this information to the town and its citizens. Please provide a brief description 
and/or diagram. 


Bids for items over $1,000 are administered in accordance with MGL 32B. Minimums of 3 bids are obtained from reputable vendors 
and the lowest price prevails. Alternatively, pre-bid items selected from a state or region wide contract are selected for purchase. 


For items over $100,000, specifications are formulated based on the needs of the department and the lowest bidder able to comply 
with the full specification is selected as the provider. 


The Winchester Fire Department typically uses a three-price method for all purchases over $100. Although this method is often 
cumbersome, it provides the best value for the Town and enables the department to utilize saved monies for additional purchasing 
needs. 


For each "process" or "activity" which consumes more than 10% of the staff time fill out one copy of the sheet on the following 
page. Provide a brief description and/or a diagram of how the process works. Examples of processes might include: sending out 
tax bills, answering a 911 call, doing assessments, etc. Make multiple copies of this sheet as needed 


The major activities of the Fire Department are Fire Response, Medical Response, Training, Administration, Fire Prevention and 
Inspectional Services. The processes used for each of these activities are both basic and time-tested. With the exception of 
Emergency Medical Services (EMS) and Training, all functions are basic in their design and no more complex delivery system is 
proposed or anticipated. 


Consequently, only EMS and Training have been expanded in this process review. 
Process Review 
Process Name: EMERGENCY MEDICAL SERVICES 


Process Description: The Winchester Fire Department utilizes a three-tiered system in the delivery of emergency medical care. 
Response to emergency medical calls is by the nearest fire company (engine or ladder), the fire department ambulance, and an 
advanced life support (ALS) vehicle. This response ensures that adequate staff is available to deal with the emergency and that the 
patient receives the highest appropriate level of care. The EMT's and Paramedics accomplish evaluation and treatment of the 
patient jointly. Transportation to a hospital is performed by fire department ambulance, with Paramedics attending when necessary. 
The evolution of this process is dictated by the medical condition of the patient. In some situations involving multiple patients or 
critical condition patients, additional staff is committed to ambulance duty. 


Opportunities to Improve the Current Process: 


The standard of medical care in this geographic area, as designated by the medical community, as well as case law, is advanced 
(Paramedic) level service. The Winchester Fire Department is currently licensed for basic-level service only. Winchester receives 
advanced life support (Paramedic level) care through the North Suburban Hospital Consortium and, by extension, Armstrong 
Ambulance Company. The cost of this service is borne by the patients that utilize the service and by a reduction in revenue to the 
Town of Winchester for those ambulance patients that receive advanced life support services. 
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Should the Hospital Consortium or Armstrong Ambulance cease to provide these services under the current scheme, Winchester 
could be required to contract out for the provision of the service. The cost to accomplish this would be substantial and might also 
involve the transfer of basic ambulance service to a private vendor, further increasing the cost to the community. The provision of 
ambulance service by the Fire Department currently generates considerable revenue. The loss of this revenue in exchange for an 
expense to the community would certainly be financially harmful. 


Provision of advanced life support services by Fire Department personnel would generate approximately $80,000 in additional 
revenue. The expense required to accomplish this conversion through increased hiring standards would be limited only by the 
potential stipends earned by the Paramedic level personnel. 


Process Diagram: 
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Process Diagram: 


Emergency Nature of Call 
Medical Response evaluated for 


Units Dispatched 


Ambulance 


Patient Treated 


Patient Transported ALS accompanies 
to Hospital Ambulance to Hospital 
or returns to other 


service. 


Requested (911) Response 


Nearest Engine 
or Ladder 


ALS Vehicle 
(Hospital 


Consortitim) 


Engine or Ladder 
returns to quarters 
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Process Name: TRAINING 


The Winchester Fire Department conducts extensive training to ensure that the firefighting and medical staff have a high level of 
skills, knowledge, and abilities. Training is also provided to meet certification requirements of the medical staff. Sources for this 
training exist both inside and outside the Fire Department. Recruit Firefighter training is provided by the State Fire Academy at no 
budgetary cost to Winchester. All other training costs are borne by the Fire Department. 


Opportunities to Improve the Current Process: 
TRAIN-THE-TRAINER 


There are numerous training programs available, however they require personnel to be out of town for attendance. Current budget 
constraints prevent the utilization of this training. One model that could be implemented involves sending senior staff to remote 
training sites and returning to conduct the training locally. Although this method can result in information being improperly conveyed 
and removes the experts from direct contact with the end user, it is more cost effective than full off-site training. 


Process Diagram: 


N/A 


Comments 


Add any additional information about how to improve the quality or efficiency of the department over the next 12 months that will 
help the committee. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit into the framework of 
the template. 


Long Run Plan - 5 Year Strategic Opportunities 


Long Run Vision 


Where will the department be next year? In five years? How should it evolve to meet changing conditions. How should its mission 
change? Think expansively about the evolving mission of your department in light of changing circumstances. Should the 
department be larger? smaller? services outsourced? integrated with private services? Provide a short description of your vision for 
the department. 


The Fire Department should not expand the current scope of services provided to the community, however the size of the 
department should be expanded to more effectively and safely provide the current services. 


Extended Long Run 


Briefly describe any initiatives, challenges or opportunities that the department is planning that extends past the five 
year horizon. This might include new buildings, new infrastructure, new regulation, etc. 


Long Run Organization Model 


If you believe that a new organization would allow you to deliver services more efficiently, please draw an 
Organization Chart for your proposed new structure: 


See Above 


What would be the major roles in the new structure and why does it provide improved functioning? How would it 
improve communication within the department and externally? Describe any new roles you would create. 


The 4 additional positions created in this model would provide a safer and more effective workforce, while reducing 
the need for large overtime expense to maintain the current minimum manning of 9 men per shift. Vacation time, 
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Also, in order to improve emergency medical care, the qualifications for new employees should include Paramedic certification. The 
future ability of the Fire Department to provide advanced life support services will reduce dependency on outside resources and 
enhance revenue. 


Achieving these goals concurrently would reduce the time required to accomplish the goal. The end result, based on current 
estimates, would be an increase in department expense that is significantly offset by reduced overtime cost and increased revenue. 
(See example below) 


4 additional Firefighters w/Paramedic Certification $ 200,000. 
4 Firefighters w/Paramedic Certification to replace retiring Firefighters 0. 
Overtime expense reduction resulting from additional personnel 80,000. 
Revenue increase from Advanced Life Support level ambulance service 80,000. 
Net cost to increase department size by 4 persons and improve service level $ 40,000.* 


*No additional stipend for Paramedic certification is included in this estimate, as no stipend currently exists in the collective 
bargaining agreement with the Firefighters Union. An estimate of a future negotiated stipend for Paramedic certification might 
reasonably be $2,000 per Paramedic. 


Opportunities for Improvement/Change 


List the top areas you would change in each of the following three categories over the next five years: 


Improve quality of service Improve Revenue/Reduce Cost Improve quality of work experience 


Upgrade X Ambulance service to 
Intermediate Life Support 


Upgrade Ambulance service to 
Intermediate Life Support 


Upgrade X Ambulance service to 
Intermediate Life Support 


Hire 4 additional firefighters (1 on each 
of 4 shifts) 


This will result in a significant overtime 
expense reduction 


Provide additional funding for increased 
staffing of 911 Dispatch Center 


This will improve the effectiveness and 
efficiency of 911 service and dispatch 


personal days, sick time, injured time, absences due to retiring members and even training programs require 
extensive overtime expense. By maintaining the current minimum manning, the dependency on overtime is reduced 
and additional manpower is available during those times when there are fewer absences. 


It is incumbent upon the community to provide a reasonable degree of safety in the workplace, particularly 
for those individuals placing their lives at risk fighting fires and saving lives. The addition of these positions 
does not entirely address that issue, but represents an improvement over the current model. Firefighting shifts 
currently run at minimum (9 men per shift) over 90% of the time. Addition of these 4 positions will provide greater than 
minimum approximately 65% of the time. 


What other town organizations should be changed to improve the collective efforts with your department? 


The 911 dispatch center, administered by the Police Department, provides the following services to the Fire 
Department: 


Fire and Ambulance Dispatching 
Fireground Communications 
Fire Alarm System Monitoring and Activation 


Mutual Aid Coordination 
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Computer Records Data Entry 
Telephone Switchboard Operation 
Medical Direction to 911 Callers 
Personnel Paging 


Systems Testing 


Additional staffing should be funded to provide for 2 dispatchers in the 911 Center during the periods of greatest 
activity. These periods include the daytime and early evening shifts. It is unreasonable to expect one person to 
efficiently handle simultaneous calls and multiple procedures during an emergency. The lives of both citizens and 
personnel depend on accurate and efficient monitoring of all systems, particularly during a fire emergency! 


Long Run Financials 
Develop a high level five year plan using the templates on the next few pages. Your total plan should be the sum: 
. Baseline plan - The FACTS committee in conjunction with the town and school management will create 


a baseline plan for the next five year based on extending your current areas of service. We will include 
all known payroll increases as well as other forecasted changes. 


. New programs you wish to develop - Use budget numbers for 2001 and create plan numbers for the 
remaining four years. These should then be incremental of your baseline - i.e. they should reflect either 
new services you are providing or new ways to reduce costs. Programs can either require additional 
funds or save existing funds. 


To complete this process do the following: 
. The FACTS committee will supply the Baseline forecast on page 33. 


. Describe all of your programs in the Program Summary sheet provided on page 34. Do not enter any 
financial information. 


. Prepare a separate detailed budget for each program using the Program Summary template provided on 
page 36. Use one copy of the template for each program. 


. Copy the Town Contribution from each Program Summary and other related information to the Program 
Summary sheet provided on page 34. 


. Total the Program Summary Sheet and the Baseline Plan Financial Summary provided to create the full 
five year Long Run Plan Financial Summary on page 32. 


Summarize the major features of your plan below: 


REVENUE SOURCES 


What programs might you undertake to enhance your revenue stream over the next five years? What opportunities 
exist for shifting revenue from the town budget to user fees, donations, state and federal aid, grants, etc.? What 
additional revenues will you require to meet the mission outlined above? 


Revenue sources over the next five-year period are limited to existing programs. Although federal funding has been 
proposed, it is not likely, based on historical spending. Additional revenue would be available through upgrading 
emergency medical services to the Advanced Life Support level. This program would take two years to implement. 


State law regulates most permits and fees. Some additional revenue could be gained from increased inspectional 
services, however that amount is not significant. 


Congress largely controls ambulance service fees. Winchester could charge additional amounts for service, however 
the amount actually received for those services would not increase. Insurance reimbursements are most often limited 
to the amount approved through the Medicare system. 


Advancement to the Advanced Life Support level would allow the Town to bill for services at a higher approved rate. 


OPERATIONAL EXPENDITURES 


What programs might you undertake to reduce your cost for delivering services over the next five years? How will 
your expenditure mix change to meet the mission outlined above (more people, more technology, etc.) ? 


With 89% of funding resources required for personal services, the ability to reduce expenditures from an already 
under funded budget is unlikely. The ability of the Fire Department to safely fight fires is currently diminished by the 
provision of ambulance service. 


The addition of 4 firefighters (1 per shift), at a cost of $200,000, will result in an $80,000 reduction in overtime 
expenditure and an $80,000 increase in revenue. This net expense of $40,000 would provide for additional firefighting 
manpower and allow for the acquisition of certified paramedics to enhance ambulance revenue. 


STAFFING 


How will your staffing requirements change over the next five years to meet the mission outlined above? 
A staffing increase of 4 individuals addresses three critical staffing issues. 


Additional manpower would be available to fight fires at most times. These 4 positions were lost due to layoffs in 
1992. A manpower study prior to these layoffs recommended the addition of 4 positions. The addition of 4 positions in 
the future would still however leave the department undermanned. (see Deering & White, 1982) 


Adding these positions, without increasing the minimum per shift manning, would significantly reduce the dependency 
on overtime expense to maintain a minimum force. 


Additional hiring would accelerate the process of improving emergency medical service to the Paramedic level, 
thereby enhancing revenue. The improved service would also be of substantial benefit to patients treated. It would 
also eliminate the town's reliance on a private provider who could terminate services at a great liability and expense to 
the community. 


CAPITAL EXPENDITURES 


What major capital projects might you require over the next five years to meet the mission outlined above? Include 
only programs greater than $10k. 


Description The following capital expenses are detailed in the request and forecast to the Proposed Cost 
Capital Planning Committee 

2002 Heating System Alteration — Headquarters Building 17,000 

2002 Lighting Plant Generator Replacement 16,000 

2002 Firefighting Gear Washer — Drying Equipment 10,000 

2003 Traffic Pre-emption Devices 14,000 

2003 Thermal Imaging Cameras 30,000 

2003 Breathing Air Compressor 10,000 

2004 Fire Alarm Utility Truck 80,000 

2005 Administrative Vehicle 27,000 


Long Run Programs 


Please enumerate all of the programs that you would like to undertake over the next five years. These programs 
should include all activities to: 
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. Improve quality of existing services 

. Offer new services 

. Improve the flow of revenue 

. Reduce cost 

. Improve the quality of experience for the staff 

. Any new programs which are mandated by changing regulation 


Use the template on the following pages to create a more detailed plan for each program. Use one page per 
program. Programs should represent at least 1% of your current budget to be broken out separately. Aggregate all 
remaining programs into an "All Other" program. You should attach any work sheets with additional detail describing 
these programs. In the status section code: R = Required by statute, C = Cost saving or revenue program that pays 
for itself, M = Modest expansion of existing services that requires new funding, N = Significant new program that 
requires funding. 


The advancement of the department's provision of emergency medical care to the Advanced Life Support level would 
accomplish all of the listed outcomes. It would improve care of patients, improve the departments firefighting 
capability, offer a new and vital service, reduce overtime cost, improve both the quality of and experience of the staff, 
and is certain to be mandated in the future. 


Long Run Plan Financial Summary 


Staffing Plan (Headcount) 


Firefighter 
32/36/36/36/36 


Lieutenant 7/8/8/8/8 
Fire Captain (5) 
Chief of Dept (1) 


Secretary (1) 


All Other (0) 


Total Headcount 


Total Salary 2,360,690 


Revenue 
User Fees 
State Aid 


Federal Aid 


s 
Grants 

All Other 

230,000 250,000 270,000 


Ambulance Fees 140,000 


163,000 183,000 266,000 288,000 303,000 


Expenses 


150,000 


Personal Services 3,016,193 


Other Expenses 150,601 


Equipment 


Total Expenses 2,646,765 2,899,376 2,986,058 3,081,443 3,179,794 


13,000 


51 


2,685,173 


Capital Plan 

Heating System 
Generator 
Washer/Dryer 
Traffic Devices 
Thermal Imaging 
Air Compressor 
Utility Truck 
Administrative Car 
Radio Equipment 10,500 
Ambulance 


112,000 


All Other 


Total Capital Spending [122,500 


Town Contribution 2,646,765 2,986,058 3,179,794 


43,000 


54,000 80,000 27,000 
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Baseline Plan Financial Summary 


Long Run Technology/Infrastructure Model 


Describe how you might change your technology/infrastructure over the next five years to meet your mission outlined 
above? 


The Winchester Fire Department is currently evaluating software for records and operational management as well as 
emergency dispatch. The 15-year-old McDonnell Douglas software presently used is wholly inadequate for our 
purpose and represents a major impediment to progress. It is expected that a proposal for new and modern software 
will be prepared for the 2000 Spring Town Meeting. 


Long Run Measurement 


How will you know if you are being successful in executing your five year plan? What interim results will you see? 
What tangible measures of progress will you see? 


The performance of the Fire Department cannot only be measured by convenient statistics such as response times or 
cost per response. The success and value of this Fire Department is evidenced by several factors. Some of these 
factors are the Departments overall ability to provide protection to reduce injuries, loss of life, and excessive property 
losses from fire, its ability to educate the public, its efforts to prevent the outbreak of fire, and the level of effective 
medical care that fire personnel render to the community. 


One measure of major consequence to the town's residents is the ISO rating earned by the cooperative efforts of the 


Fire Department, 911-Dispatch, and the Water & Sewer Department. Improvement from the current Class 3 rating to 
Class 1 rating is most desirable. 


What specific new measures do you propose for measuring the department over the next five years? 


Measure Description Target Value 


Comments 


Add any additional information that will help the committee in reviewing the five year plan for programs and services 
offered by your department. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit 
into the framework of the template. 


The Winchester Fire Department performs many functions with the single goal of protecting life and property. It 
requires vigilance 24 hours of each and every day. We provide this service because the will of the community has 
determined it to be necessary. Having made that determination, it is the responsibility of the community to ensure the 
highest reasonable quality of service. The public has every right to expect protection from harm, preservation of their 
property, and the highest standards of fire and emergency medical service. 


The past decade has placed great pressure on the Fire Department to provide more services with reduced funding. 
The result has been an erosion of services and facilities. Only an infusion of modest funding can restore the 
Department's ability to both fight fires and provide quality medical care. The well being of the public and the safety of 
the Firefighters performing their duties is dependent upon adequate resources to function at a high level of 
effectiveness. 


The future of this Fire Department relies upon the will of the community to ensure its own safety and well being 
through adequate funding and support. 


John F. Nash 


Chief of Department 
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Team Members 


Overview 


LoNG RUN PLAN 


Name Title/Role Dept/FACTS 
Sal Battinelli Lead team member FACTS 

Mike Cassidy Team member FACTS 
Steve Lynch Team member FACTS 

Lt Ken Albertelli Winchester Police Dept, Lt Dept 

Chief Perritano Winchester Police Dept, Chief Dept 


2001 2002 2003 2004 2005 
Revenue 
Personnel Expense 2,868,929 2,954,996 3,043,64 3,134,956 3,229,004 
Other Expenses 107,740 110,972 114,301 117,730 121,262 
Equipment 3,700 4,700 5,000 5,300 5,600 
Capital 162,250 50,000 71,000 50,000 75,000 
Staff 56 57 57 57 57 


Meeting/Interview Schedule 


Date 


Attending 


Purpose 


July 20 


Mike Cassidy 
Steve Lynch 


Sal Battinelli 


Introductory meeting between FACTS and WPD 


Chief Perritano 


Lt. Albertelli 


Introductory meeting between FACTS and WPD 


Aug 22 


Sal Battinelli 
Chief Perritano 


Lt Albertelli 


Work on LRPTemplate 


Aug 31 


Lt Albertelli 


Sal Battinelli 


Work on LRPTemplate 


SEPT 


Lt Albertelli 


Sal Battinelli 


Various meetings and tel conferences re: LRPTemplate 


Oct 


Lt Albertelli 
Sal Battinelli 


Chief Perritano 


Various tel conf re: LRPTemplate 


Executive Summary 


Complete this section at the conclusion of the questionnaire. 


MISSION STATEMENT (1 PARAGRAPH) 


MAJOR PROPOSED PROGRAMS 


Current State 


Mission 


If you have a current document describing the mission/strategy of your department please attach. If not please create a one page 
summary of your current view and aspirations for your department. The summary should include the following information: 


. Basic services the department is trying to provide 

. Target audience for these services 

. What is the positioning or goals for these services (best in state, middle of road, most cost effective, etc.) 
. Basic direction for types of services, cost of services and work experience 

. How might the department deliver services differently over the next five years 


This section should probably be completed after the remainder of the plan. 


The Winchester Police Department exists to serve the community by protecting life and property, preventing crime; enforcing the 
law; and by maintaining order for all citizens. 


Central to our mission are the values that guide our work and decisions and help us contribute to the quality of life in Winchester. 


Our values are characteristics — or qualities — of work. They are nonnegotiable. Although we may need to balance them, we will 
never ignore them for the sake of expediency or personal preference. 


We will always hold our values before us to teach and remind us, and the community we serve, of our ideals. They are the 
foundation upon which our policies, goals and operations are built. 


To fulfill our mission, we need the support of our citizens, elected representatives and town officials. We need their support and 
cooperation to provide the quality of service we are committed to under these values. 


The men and women of the Winchester Police Department value: 
Human Life 


Integrity 
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Laws and Constitution 
Excellence 
Accountability 
Cooperation 

Problem solving 


Ourselves 


The following came for the Winchester Police Department web-site. 


Welcome to the Winchester Police Department's web page. The World Wide Web provides us with yet another medium with which 
to reach out and better serve our community. 


The Winchester Police Department has adopted the philosophy of community policing which is based on the premise that the police 
and community must work together to identify, prioritize and solve contemporary problems. Our goal is to provide a safe 
environment regardless of race, religion, ethnicity, disability gender or sexual orientation and to dispel any remaining "us against 
them" attitudes among the police and citizens alike. By creating partnerships with the community where open and honest dialogue 
between the police and the citizens we serve exist crime and the fear of crime can be reduced. 


As we move closer to the 21st century the Winchester Police Department remains committed in it's delivery of police services in the 
most efficient and professional manner possible. We are just beginning our venture into cyberspace, but with your continued help, 


support, and participation, we can create a lateral rather than up and down tool for communication and a mutual exchange of 
information. 


Current Audience 


Who is the major audience for your services. What are the major constituencies. What do you perceive are their major needs? 


The people that live and/or work in Winchester and those that may be visiting the Town are our audience and strive to serve. 


. We strive to make them feel safe and secure in their homes and as they go about their business in town. 
. To be secure in the knowledge that we can respond immediately their needs. 
. To continue to foster good relationships and partnerships with all age groups of the town. 


Strengths and Opportunities 


Detail the department's top internal and external strengths and review the areas where you feel the department could look to 
improve. 


Strengths Opportunities 


Knowledgeable and well-trained police and civilian staff. Ability to respond in an effective and efficient manner 
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the time. To maintain and expand when necessary the Town 
needs to adequately address the funding of our training 
needs. 


willingness must be supported financially or the willingness 
and may erode. 


An integrated police/fire/ems/911/dispatch proves to be cost 
effective and better serve the community. 


Additionally staffing would be required, but the operation may 
better meet the needs of the town and eliminate some 


overlapping costs. 


Environmental Changes 


What challenges have faced the department over the past five years as a result of changing external conditions such as: 


. New regulation 

. Contract changes 

. Demographic changes 

. Changing cost of material 


. Shortage of qualified staff 
. Early retirement 


. Competition from private services 


Environmental Challenges 


More willingness on side of the Police Dept to work with community groups to form alliances and partnerships to combat crime 
and expose abuses formerly kept quite. Such partnerships now involve the School Dept, including elementary levels, and 
students, the Health Dept, Parent to Parent and various other town based groups. 


The State and Federal Fire Arms Statues have created a new burden in terms of administrative functions as well as investigative 
functions. With no change in staff or budget. The FID (fire arms identification card) card has become renewable along with 
more stringent requirements. The Police Dept now has to do a more in depth investigation and criteria and prior conviction has 
been broaden, the new state Sex Offender Registry will also greatly impact our civilian and town personnel all adding burden 
without budget and personnel subsidies. 


It is now highly recommended by the MCJTC State Training Council that the Towns meet a minimum training level for all police 
personnel. The Dept must undertake such training without any additional funding or personnel. We are barely meeting the 
minimum training needs of the department because of the lack of funds, specialized training is almost non-existent. 


Personnel are allowed more vacation time but the Dept hasn't been funded to support the additional vacation time. The result is 
less police coverage available to the town at any given time. 


The increase in youth population, elderly, working families, traffic, mobility and good economic environment has caused an 
increase in activity related to such segments. 


We have seen an increase in “high tech" crimes, such as email threats; solicitation for illicit services has caused increased 
activity for the police department, including new training, again without additional funding. 


We are undergoing a transitional personnel stage, whereby we are expecting higher than normal turnover in personnel due to 
eligible retirements. Such retirements cause related expenses, both for retirement and new personnel. 


Benefits are negotiated and granted by the town but not always funded appropriately. 


A working facility that spawns good working conditions and 
fosters good morale. 


Officers and Staff are encouraged to work more efficiently and 
seek new ideas from others. 


Internal training programs 


Offer to the town limited and new programs for which officers 
and staff can be trained internally at limited costs. 


What new challenges will face the department over the next five years as a result of changing external conditions: 


Environmental Challenges 


Technology 


Offers opportunity to share information quickly 


In law enforcement, training is an ongoing process, crime 
trends change, laws change and the courts make changes all 


The opportunity is the willingness or our personnel to learn 
and train for the ever changing environment but such 


Technology, both internally and externally. We have to train our own staff and be aware of external crime trends. We must 
remain vigilant to new crimes. IE: STARS Program (School Threats Assessment and Response Systems) as on a regional 
basis. 
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An ongoing challenge is continued funding for various programs. 


Identify new crimes and equipment. We need new equipment to assess and combat new types of crimes. The challenge is to 
fund such training and purchase equipment while the crime is on the upswing. 


Benchmarks and Measurement 


How do you think your department compares to or differs from similar towns or from similar functions in industry? What towns do 
you seek to emulate? 


We think we do more with less, i.e.: we do more with the available overtime than comparable communities that we have been 
traditionally compare with. We were formerly compared with towns like: Lexington, Stoneham, Melrose, Wakefield, Wilmington, 
North Andover, Andover, and other Middlesex communities. We do not try to emulate other departments. We input on the scene 
information into our computers unlike our surrounding communities. No other communities have made the 4 X 4 time schedule 
work, Winchester is the only town that seems to have it right, others have looked at us but can not make it work for them. We do it, 
and do it well. 


An additional request for overtime would be reasonable considering how far we make it go. 


The STARS Programs, WSAC, Computer input program, extremely good working relations with the police unions, 


Police Force Comparison to “NEMLEC” Communities 


Community Pop. /(Rank)* Sq. Mi./(Rank) | Officers(Rank) County 
** 
Andover 29,151 (9) 31.10 (2) 46 (10) Essex 
Arlington 


45,000 (5) LL la 64 Middlesex 
Bedford 12,996 (22) 13.73 (14) Middlesex 
Billerica 37,609 (6) 25.46 (5) Middlesex 


Burlington 23,302 (14) 11.84 (18) Middlesex 
Chelmsford 32,383 (8) 22.54 (7) 46 Middlesex 
Concord 


Dracut 33 Middlesex 
Groton 7,511 (26) 32.54 (1) Middlesex 


Lawrence 


Tewksbury 27,266 (11) 20.70 (11) Middlesex 
Total: 782,145 448.29 Sq. Mi. 1285 Officers 


() Denotes Ranking Among Member Communities 
* Population Based On 1990 Federal Census 
** Sworn Positions 


Overtime Comparison 


Town Population Sworn Officers/ Overtime/ 
(Per 1,000 pop) (Per Officer) 

Winchester 20,500 37/(1.8) $ 153,210($4,141)* 
Stoneham 22,500 39/(1.7) $ 270,000/($6,923)** 
Reading 23,500 401(1.7) $ 196,102/($4,902)** 
Belmont 25,600 53/(2.0) $ 233,67 1/($4,408)* 
Lexington 31,885 52/(1.6) $ 327,288/(86,294)"* 
Concord 19,500 35/(1.8) $ 172,000/($4,914)** 


** = Includes overtime for fire/police dispatch 
Average Overtime budget for comparison Towns = $ 239,808 
Winchester's Overtime budget is approx. 37% less than average 


What are your measures of performance and how do they compare to other standards? Samples of measures include: 
dollars/student, MCAS scores, turnover, citizen satisfaction, student/teacher ratio, response time per emergency call, transactions 
per day, building permits issued, etc. Make sure that you specifically include unique measures for quality of service, cost of service, 
and quality of work experience. Please fill out the chart on the following page. See the attached list for comparable towns. 
Discuss any other measurement related issues. 


List of Benchmark Measures 


Melrose Middlesex 
Methuen 39,990 (5) 22.41 (8) 2 (4) Essex 

No. Andover 33 (17) Essex 

No. Reading 12,002 (23) 13.26 (16) Middlesex 
Pepperell Middlesex 
Reading Middlesex 
Stoneham 22,203 (17) 6.03 (23) 36 (16) Middlesex 


Measure 


Comment/Description 


Winch. 


Comp. Town 1 


Comp. Town 2 
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Current Organization Model 


OVERVIEW 


Please attach a current Organization Chart for your department. If you do not have one please draw a basic chart that includes all 
managers and all functional breakdowns. 


What are the major roles in your group and how is responsibility divided? 

What roles and services do you currently outsource? Has it been effective? 

Software vendor maintains the software, they operate under an annual service contract. 

The DPW maintains major building maintenance and systems. The Department doesn't budget large repairs to building systems. 
The radio system is maintained by John Dooley from the Fire Dept., major repairs are out-sourced. 

Daily building cleanup is done by the dog catcher/custodian under the Dept's budget. 

Major clean-up done by outside contractor, selected yearly 


Majority of service on cruisers done by the DPW, other major done by Bonnell. 


What roles and services do you currently share with other towns or agencies? Has it been effective? 


Member of the Northeastern Massachusetts Law Enforcement Conference share rapid response/major incident police services. 
Comprised of 27 communities. 


Police dept operates the dispatch services for the EMS System, 911, Fire and medical services. 
We share the DARE program with the School Dept. 
Our detectives are part of a regional group that meets monthly to review and resolve area crimes and trends. 


We share a regional radio network with NEMLEC. 


Is the performance of your department heavily influenced by union issues? If so please summarize major benefits and current 
areas of concern which impact the delivery of your mission. If you have a document which summarizes the major features of your 
contract please attach. 


The Town negotiates the Union contracts and is suppose to provide adequate funding of any negotiated benefits but it 
doesn't always happen. As a result the Dept management has to patch up any differences and make peace with the union 
members that may grumble about the lack of funding. We are always asking more from our police personnel and not always 
providing the latest or even adequate funding for special training, but when asked to respond to a given situation we are expected 
to be prepared and trained. In some cases we maybe disappointing our audience. 


COMPENSATION 


Please describe the basic compensation model within your department. How are performance raises awarded. How does this 
interact with "Step and Track" raises. 


By Union Contract, as negotiated by the Town Manager. 


How is the performance review process managed? How are incentives/goals set? Are their any financial incentives tied 
specifically to performance? 


No formal performance evaluation process but activities constantly monitored for any outstanding deficiencies or accomplishments. 
No financial incentives tied to performance. 


PROFESSIONAL DEVELOPMENT AND COMMUNICATION 


How does management communicate with the staff? How do you convey mission, strategy and tactics? How do you collect input 
from the staff? 


Via roll calls, staff meetings, training, memos and email 


How do members of your department communicate with one another and how do they work together (teams, frequent meetings, 
memos, etc.) 


Via the chain of command, up and down. Frequently we use email, memos, verbal department orders, and at roll call. 


What kind of training/communication programs are in place to improve sense of commitment, skill building, professional 
development, team building, etc. 


Roll call training, staff in service training, and specialized training. 


What specific programs have you implemented in the last three years to improve the productivity of the staff? (e.g. new technology, 
new processes, etc.) 


Computers now in cruisers, 
STARS Programs, still a work-in-progress. 
A link with State and Town via the laptop in cruisers. 


WSAC - Winchester Substance Abuse Coalition to address the drug and alcohol problem. 


How would you assess the current morale and commitment of the department? Do you have any formal way of gathering this 
information? 


Above average, a personal assessment arrived at by listening to what other departments from other towns are going thru. By 
monthly and bimonthly meetings. By the information highway. 


Accolades and thank you letters from the public. We get many more positive letters than negative. 


On the next page is a chart that describes various groups or constituencies that your department works with and interacts with. 
Please describe how you currently communicate, interact and work with each of these groups and what opportunities exist for 
obtaining more value from each relationship. 
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Communication Summary 


How do you 
currently 
communicate/intera 
ct? How do you 
collect input? 


How often? How could you How could you 
improve utilize their services 
communication/inte more? 

raction? 


Staff within in the Verbal, electronic Daily Have more formal Have them available 


department mail meetings more often 
Staff from other | Verbal, memo and Daily/weekly Have more formal Have them available 
departments electronic mail meetings more often. 
Town and school Monthly meetings, Semi-annual Have more formal 
management substance abuse meetings 
programs 
Elected town officials They choose the | Attheir request Have more 


and boards (e.g. School method 
Board, Town Meeting) 


scheduled meetings 


Peers from other towns, NEMLEC, Mass Monthly and daily as 
state agencies, etc. Chief of Police needed 


Assoc. 
Volunteers Telephone and As needed Email for the Lt in 
memos charge with limited 
access. 
Organized citizen Monthly meetings Monthly 
support organizations 
(e.g. PTO, Seniors, etc.) 
Town Citizens News media, WEB As needed 
page, email, 
telephone, personal 
visits 
Press Chief Perritano, Lt. As needed Meet informally Invite them to take 
Albertelli, Det Lt part in issues of 


Pierce, and press mutual interests. 
releases, they review 
logs and daily 


reports. 


Historical Financials 


Please fill out the summarized financial information on the next page. If possible please include information for the current budget 
year and the previous four years. Include a breakdown of revenue by source and expense categories. Fill out headcount 
information by relevant position breakdown and then use average salary information to calculate salary expense. Include all capital 
projects (not operating expenses), which were funded in the past 5 years. (Provide actual purchase price not debt service amount.) 
Also provide any further department level detail (staffing lists, program budgets, strategic plans, etc.) that you believe will be helpful 
in reviewing the performance of the department. 


REVENUE SOURCES 


Describe what your sources of revenue are including town budget, user fees, donations, state and federal aid, grants, private 
contributions, fund raising organizations, etc. How do you establish user fees. What programs do you have in place to secure 
additional revenue in the form of grants, etc. 


OPERATING EXPENDITURES 


What are the critical drivers of costs in your department (e.g. student enrollment, number of miles of road, student/teacher ratio, 
etc.) 


Personnel salaries and equipment, everything else is small by comparison. le: 95+% of budget is personal services. 


STAFFING 


Please indicate how many employees you have in the categories below. Use Full Time Equivalents (so if someone is working 20 
hours or for 6 months they count as .5 FTE's). Also describe if you expect this mixture to change in the future and if so why. Feel 
free to provide any more detailed staffing information beyond that provided in the "Organization" section above. 


Full Time Part Time Seasonal Contract Total FTE's 


37 police 3 dispatchers 


4 dispatchers 2 parking wardens 


2 clerks 27 school traffic 
officers 


% animal control 
officer 


% custodian 


CAPITAL EXPENDITURES 


How do you record your capital assets? What are your control and tracking mechanisms. 
Keep written logs of certain equipment. 


Daily self-equipment check. 


What is your replacement policy for capital? How often? Under what circumstances? 


As needed, for most equipment and for cruisers, it is 3 replaced one year and 2 the next. Such rotation gives satisfactory turnover 
of the cruisers. 


If you have a capital or fixed asset log for your department please attach. Otherwise please provide a brief inventory of your major 
capital assets currently in place. Consider any single thing over $10,000 or any collection of things over $25,000 as a major asset. 
Group together your assets in the following categories: Real Estate, Vehicles, Technology and All Other. 


Page 30-7 


Description Number Age Life Original Cost Current Value 
921 2000 Ford Vic marked 1 Jb yt 1-2 yrs 32,000 15,000 
922 2000 Ford Vic marked 1 .75 yr 1-2 yrs 32,000 15,000 
923 1998 Ford Vic marked Patrol 1 2.5 yrs 2-3 yrs 30,000 5,000 
Supervisor 

924 1999 Ford Vic marked ki 2 yrs 2 yrs 32,000 10,000 
925 1997 GMC Utility marked K-9 1 3.75 yrs 5 yrs 26,000 12,000 
926 1994 Ford Vic unmarked Chief 1 5.75 yrs 5-6 yrs 24,000 5,000 
927 1993 Ford Vic unmarked 4 7 yrs 5-6 yrs 18,000 1,000 
Detectives 

928 1995 Ford Vic marked Safety 1 5 yrs 5-6 yrs Donated by 0 
Officer local dealer 

929 1999 Ford Vic marked 1 2 yrs 3 yrs 32,000 10,000 
930 1997 Ford Taurus unmarked 1 3.5 yrs 5-6 yrs 12,000 used- 8,000 
Drug Unit drug money 

931 1992 Ford Vic — Animal control 1 8 yrs 5-6 yrs 15,000 1,000 
(Dog Catcher) 

933 1992 Ford Vic marked Dare Car q 8 yrs TT 15,000 2,500 
934 1997 Ford Vic unmarked 1 3 yrs 3-4 yrs 25,000 7,000 


Detectives 


Historical Financial Summary 


Revenue 
User Fees 
State Aid 
Federal Aid 


Contributions/Donation 
E 


Grants 


All Other 
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Equipment 9,950 7,500 7,000 4,900 4,900 3,700 
(2% raise) 
Town Contribution 2,732,839 2,851,770 
Staffing Plan (Headcount) 
(Pos 1) 1 Chief 92,159 94,917 
(Pos 2) 5 Lieuts. 76,354 78,840 
(Pos 3) 4 Sgts. 65,083 66,918 
(Pos 4) 3 Detectives 60,862 64,583 
(Pos 5) 24 Patrol Offs. 52,355 54,757 
(Pos 6) 5 Dispatchers 35,137 36,896 
(Pos 7) 2 Clerks 33,262 34,978 
(Pos 8) 1 Cust/Dog 42,957 43,667 
Ctch 
(Pos 9) 1 Park. 21,762 22,968 
Warden 
(Pos 10) 10 Sch. Traf. 17,609 18,002 
All Other 
Total Headcount 56 56 56 56 56 
Total Salary 2,489,526 2,586,947 2,656,385 2,765,797 2,885,743 
Capital Plan 
em 1) Cruisers (2) 57,000 (3) 75,000 (1) 27,000 (2) 55,000 (2) 52,000 (3) 70,250 
em 55,630 92,000 
omm.Console 
em 3) Laptop 6,000 6,000 
em 4) Cpu update 12,600 
em 5) Radio System 13,000 


em 6) 
radios 


Portable |5,500 


em 7) Radio System 
em 8) Radio System 


em 10) 
Expenses | Other 
Personal Services 2,467,763 2,557857 2,629,334 2,747,335 2,828,367 2,868,929 
Other Expenses 103,564 97,570 96,535 99.535 98,690 107,740 Total Capital Spending |74,100 80,900 33,000 68,900 113,630 162,250 
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Current Program Review 


Divide your budget into "programs" which represent the core services you deliver and the core cost improvement programs you 
currently have underway. Define any collection of activities which represent a spending or saving of more than 5% of your budget 
or staff. Examples of programs include: 766 compliance athletics, adult education, DARE, park maintenance, computer system 
upgrade, etc. Most of your current cost centers should be considered programs. The sum of all programs should equal total 
spending. 

Begin by filling in the top row from the prior chart and listing the total revenue, expense , staff (FTE's) and capital for your 2001 
budget. Then spread this spending across all of your program. Describe each program and its benefits. Use additional sheets if 
necessary. 


We use line item budgets. We do not segregate by program. 


Program Financial Summary 


Program Target Program Revenue Expenses Staff 96 of | Mandated 
Description Audience Benefits Budget 
Total 2001 
Budget 
Dare Program Grade/Middle Drug/Alcoho Grant/ 48,000 1 1% No 
School Youth | prevention Personal officer 
from a Services 
positive 
police 
perspective 
Clean Start Court diverted Drug/Alcoho Grant 2,000 1 .005% no 
youth | testing 8 officer 
prevent. 
Current Technology/Infrastructure Model 
Describe your current technology environment and any other labor saving infrastructure tools that your department uses. Describe 


any planned improvements currently underway. 


Information systems: About average regarding in-house PC, cruiser pc's, up dating the dispatch hardware communications systems 
is now in progress, it has been funded, expected completion by the end of 1Q of 2001. 


The regional radio system needs up dating. It is showing signs of fatigue, have costly repairs on going all the time. 


Personal protection equipment: Using body armor beyond its life expectancy, is this dangerous? SWAT equipment lacking, shot 
guns not available to offices in cruises, equipment in need of review. 


List your current hardware: 


Description Quanti Approx. 
ty Age 
One Acer 200Mhz, 1 GB CPU serving- 11 Wyse 150 serial terminals, 3 Wyse 370 serial teminals, 3-7 yrs 


2 CTX monitors w/2 VGA max stations, 1 HP Lazer Jet 111 printer, 5 Okidata 320 printers, 1 
Okidata 321 printer, 1 Acer 200Mhz 2.5 GB w/monitor (Nt box link of laptops to State CJIS 
system, 6 Panasonic CF 25-27 (120-150 Mhz) Laptops. (cruisers). 


200 MHZ ,6 GB, PC 2 2-3 yrs 
400 MHZ, 8 GB, pc 1 1 yr 

17” color monitors 3 2-7 yrs 
HP deskjet Printers (693, 710c, 830c) 3 2-3 yrs 
Sony, 350 Mhz, 3 GB, Laptop 1 2-3 yrs 
Pagers 12 1-2 yrs 
Cell Phones 4 1-6 yrs 


List your current software applications: 


Description Hardware Operating Approx. 
Platform* System Age 

Special Police Management info system, by Microsys of Melrose. PC UNIX 1993 

Windows 95 and one DARE lap top running Windows 98 Laptop Windows 1996 


List any other technologies used to improve the efficiency of your function (network, specialized tools, etc.): 


Description Quantity Approx. 
Age 
User of the NCIC system N/a N/a 


* Platform refers to the hardware and operating system that executes the application (e.g. IBM PC/Windows 98, Compaq 
Alpha/Unix). 


Comments 


Add any additional information about the current situation that will help the committee in reviewing the programs and services 
offered by your department. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit into the 
framework of the template. 


We are looking to link to NEMLEC communities to share crime mapping. 


Page 30-9 


FACTS Committee Report 


Short Run Plan - 12 Month Tactical Opportunities 


Opportunities for Improvement/Change 


List the top areas you would change in each of the following three categories over the next 12 months. These should include new 
sources of revenue, cost reductions, quality improvements, better communication with other departments, outsourcing 


opportunities, regionalization opportunities, consolidation, etc. 


Improve quality of service 


Improve Revenue/Reduce Cost 


Improve quality of work experience 


More education and better training of 
police officers leads to better 
performance and quality of services. 


Keeping the public safety building 
maintained will safe money in the long 
run. 


Provide adequate funding for uniforms, 
equipment and work in decent 
conditions, including up to date 
personal equipment. Officers are 
treated with respect as long as they 
appear of command respect. If they are 
riding around in obsolete cruisers and 
using out dated equipment will garner 
the same lack of respect from 
townspeople. 


Better funding of the overtime budget 
will re-establish an appropriate level of 
police coverage on a 24 basis, which is 


Creation of retirement incentives to 
create turn over to reduce costs 


Officers command more respect when 
their personal equipment or vehicle is in 
good shape. 


not happening now, and a replacement 
of 3 positions cut in FY 90 and 91 


Are there programs which you currently fund and execute that do not support your present mission? Please describe. 


Licensing of FIDs doesn’t support our mission but consume funding and manpower, of which we are perpetually short. 


Current Process Review 


Please describe your current management control and planning processes. Describe the following: 


. How you prepare budgets? 

. How you monitor and control spending? 

. How do you communicate this information to the town and its citizens? 

. What are the key drivers of your budget? Do you have them dimensionalized (i.e. "In the last five years, enrollment 


growth/ health insurance/energy costs has accounted for X96 of expenditure increases.")? What factors are non- 
controllable and what are controllable? 


. Do you have program or spending principles which guide budget development? If so, what are they? How are they 
derived and implemented? 


. Please describe your financial planning process for budget development. 
. What happens when actuals differ from budget? Please provide some examples. 
. What process is used to shift funds from one account to another? What approvals are required? What, if any, role do 


other town committees of boards play in those decisions? Who has authority to make or approve these decisions? 
How are they recorded or reported? Must they be part of the public record? 


. What process do you use when you propose a new program to be added to the budget? How many new programs 
have been added in the last three years? How are new programs monitored and evaluated? 


1. Budgets are prepared by Chief Perritano and Lt Albertelli draft the budget in October. They review each others drafts and 
compare them to the previous years for obvious errors and omissions, then we review future needs line by line and attempt to 
forecast the future needs. Then they present the budget to TM, he makes recommendation, line items by line item and then the 
original and the TM version are sent to the FinCom. The a FinCom sub-committee reviews the budget with us, they may make 


recommendations and then they present the budgets to the full FinCom then we meet with the full FinCom any additions or 
deletions are voted upon and then the final version is submitted to the Town Meeting. 


Please describe your current practices for managing revolving funds. Describe how you acquire funds, track them, expend them, 
etc. Describe also how you communicate this information to the town and its citizens. Please provide a brief description and/or 
diagram. 


Please describe your current practices for awarding bids and contracts. Describe how you prepare a bid, get bidders, select 
bidders, etc. Describe also how you communicate this information to the town and its citizens. Please provide a brief description 
and/or diagram. 


The department prepares the bid package and sends it over to Town Manager for his review and approval. 
If approved it is returned to the Department for solicitation of vendors. 

Bid openings are at specific time and place to review for lowest bid and meeting of specs. 

Bid awarded by Department to lowest bidder meeting the qualifications. 


For each "process" or "activity" which consumes more than 10% of the staff time fill out one copy of the sheet on the following 
page. Provide a brief description and/or a diagram of how the process works. Examples of processes might include: sending out 
tax bills, answering a 911 call, doing assessments, etc. Make multiple copies of this sheet as needed 


Process Review 


Process Name: 


Process Description: 


Opportunities to Improve the Current Process: 


One Patrol officer - We are trying to run 15 patrol positions per day. To do this we need 30 Patrol officers. We currently have 29 
officers assigned to the Patrol division. This leaves a vacant assignment in our patrol schedule. We are trying to support this 
assignment with our available overtime. (Sal, A break down of our daily patrol assignments is available in our Power Point 
program). Filling this vacancy would allow us to divert this overtime to filling more patrol assignments when officers are away from 
duty for vacation, personal time, sick, injured or training. 


One Prosecutor — Prior to the cut backs of Fy-90/91, we had a fulltime Prosecutor. Every day we have hearings, arraignments, pre- 
trial conferences and trails that need to be prepared and properly presented in court. Each court day, an officer has to see that 
reports are properly prepared and complaints are signed. We are required to have an officer in court to represent the Police Dept. in 
these proceedings. As a result of the Fy-90/91 cut backs, the Prosecutor position was eliminated and the court work was assigned 
to the Detective Division. Each court day, one of our detectives has to spend most or all of his day in court to handle our court work. 
Naturally this puts a strain on our ability to properly conduct follow-up investigations within the Detective Division. Conversely, this 
also creates a lack of continuity in how our court matters are handled. 


Patrol Overtime — A large part of the department's overtime budget is committed to various functions, i.e., court appearances, 
follow-up investigations, Fire/Police/EMS Dispatch, training, misc. administrative needs and Animal control (Dog Catcher). What 
remains in the Overtime Budget is used to replace Patrol Officers when they are away from duty for vacation, personal days, sick, 
injured or training. The overtime available to us to replace officers for these reasons, allows us to replace them about 3596 of the 
time. As mentioned above, we are trying to run 15 patrol positions per day but, because of the available overtime, in reality, we can 
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only run an average of 13.5 patrol positions per day. This is not a lot of emergency patrol coverage for the Town. It is only 3 or 4, 
one-man cruisers during the 24 hr. day. As a result, our Patrol Division is more reactive than proactive in dealing with the Town's 
policing needs. (Sal, again, a break down of our overtime budget is provided in our Power Point program). 


Overtime Training — About $35,000 per yr. Is used for training our 36 officers (minus Chief). About $15,000 goes to the 3 officers 
assigned to the Tactical Patrol Force/Special Operations Unit for their monthly training sessions and call outs. This is our 
commitment to the large regional (NEMLEC) specially trained unit. This leaves about $20,000 to provide training for 36 officers. 
Just about all of our training has to be done on an Off Duty basis. The average cost of an overtime hr. is Approx. $36. This provides 
for approx. 10 to 15 hrs. per yr. of additional training per officer. Most of this is used for annual firearms training and re-qualification. 
Any additional specialized training such as, Defensive Tactics, Interviewing & Interrogation, Crime Scene Investigation, Motor 
Vehicle Accident Reconstruction, Domestic Violence, Patrol Procedures, Officer Safety, etc, is just about non existent. 


Cruiser Replacement — The Police Dept. has 13 vehicles to maintain. We would like to replace 2 new vehicles one yr., then 3 the 
next yr, then 2, then 3, etc. This replacement program helps to reduce maintenance costs and down time. 99% of the time, when 
new vehicles are purchased, they are put in service as marked primary response vehicles. These vehicles run 24 hrs. per-day. We 
want our Patrol Officers to have the best equipment we can provide, as their ability to respond to emergencies is key to our mission. 
Cruiser downtime impacts negatively on our ability to complete our mission and also creates inefficient deployment of manpower. 
After a year or 2 on the front line, these vehicles are rotated to our support staff, i.e., Detectives, Animal control, etc. | will also point 
out that just about all other department Heads in Town are driving used cruisers. We are not sure this is the appropriate way to 
provide vehicles for other department heads, but when vehicles for the Police Dept. are purchased, what are traded-in are 7 or 8 yr. 
old vehicles from the various other departments. It only points out that the original purchase is maximized to its fullest. The Police 
Dept. would like to increase its fleet to 14 vehicles. Right now we have 3 day detectives usually going in 3 different directions, but 
only two unmarked vehicles for their use. Obviously, this creates a conflict in their ability to complete their mission. This addition 
could be accomplished thru the 2,3,2,3, replacement program. 


General Maintenance - There are two major maintenance areas of concern: 


1) Building Maintenance — The Police Building is approximately 16 yrs. old. Unfortunately it is already showing design flaws, 
especially in our Dispatch/Shift Commander/Reception area. But we are determined not to let our building deteriorate from neglect. 
Our Part-time custodian keeps the building fairly clean and we provide some outside assistance in general maintenance such as 
painting, waxing and minor repairs. We rely on the Town's Maintenance Dept. to assist us, but because of their resources things do 
not get done. Our building is in need of carpeting, leaky roof repairs, ceiling tile replacement and major heating and air conditioning 
enhancements. 


2) Radio System Maintenance - Our radio/communications systems are maintained by the Town's Radio Officer. This person is 
also a full time Fire Fighter. He is not only responsible for maintaining the Police communications system, but also the Fire 
Departments communications and Fire Alarm System, the DPW and the Dispatch Center. We feel it is important for the Town to 
maintain it's own system and not rely on outside vendors. We feel the Town has been very responsive to our equipment needs, but 
in an effort to keep costs down, installation and majors repairs have been also been place upon this same Radio Officer. As a 
result, projects get behind. The Radio Officer does a great job in trying to keep up with daily maintenance, but when purchases are 
made for larger projects and updates, additional funds for assistance in the installation of the equipment needs to be considered. 


Civilian Dispatch — Our Police/Fire/EMS Dispatch is staffed with civilian personnel. It is located in the Police department and under 
the general supervision of the Police Shift Commander. What is somewhat unique about a combined dispatch function is that when 
the Police Dept. is busy, it doesn't always mean the Fire Dept. is busy. But when the Fire Dept. is busy, this creates activity for the 
Police Dept. Any motor vehicle accident; medical aid or working fire needs the assistance of the Police Dept. Dispatch can get very 
busy. As it is a combined dispatch it needs to be staffed 24 hrs. per day by our civilian personnel. They work 8 hr. shifts and 
because of its combined nature they do not get breaks. 95 % of all the calls coming into the Police and Fire departments go through 
dispatch. Our dispatchers handle thousands of calls per week, are required to dispatch police, fire and EMS units and log in all the 
activity. In our present budget, we are able to provide about 12 hrs. per week to have a second dispatcher on duty to provide some 
relief to our dispatchers. Additional coverage during the day and early evenings seems appropriate. 


Process Diagram: 


Comments 


Add any additional information about how to improve the quality or efficiency of the department over the next 12 months that will 
help the committee. Offer any thoughts, plans, backup detail, comparative information, etc. that does not fit into the framework of 
the template. 
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Appendix C - Key Documents and Related Sources 


In preparing this report the FACTS Committee obtained information from a variety of sources. These sources include internal town documents 
produced by other teams, boards, etc. It also includes documents obtained from comparative towns as well certain Internet sites that publish 
useful municipal data. These are included to provide deeper reference. 


Winchester Documents 


External Documents 


FACTS Committee Documents 


Internet Sources 


EFPBC Demographics Report 


Town of Belmont Planning 
Documents 


Community Feedback (Letters to 
committee, public testimony, 
transcription of public meetings) 


Commonwealth of 
Massachusetts - 
http://www.state.ma.us/ 


Planning Board Land Use 
Planning Report 


Town of Lexington Budget 
Documents 


Meeting Minutes 


Massachusetts Municipal 
Association - 
http://www.mma.org 


Town Census (Raw Data) from 
Town Clerk 


Town of Brookline Documents 


Department Profiles (hard copy 
of returned questionnaires from 
department heads) 


Massachusetts Comparative 
Community Statistics - 
http://www .state.ma.us/dls/ 


Board of Health Brochure 


Town of Acton Findings 


FACTS Committee Web Site - 
www.winchesterplanning.intranet 
s.com 


Town of Winchester FY2001 
Finance Committee Report and 
Recommendations (Budget 
Report to Town Meeting, April, 
2000) 


Town of Framingham Findings 


Department of Housing and 
Community Development 
(DHCD), Winchester Community 
Profile - 

http://www .state.ma.us/dhcd/iprof 
ile/344.HTM 


Finance Committee Report and 
Recommendations 


Fiscal Year 2001 


How to Prepare Community 
Demographic Profiles, 
Massachusetts Executive Office 
of Communities and 
Development, May 1985 


Mass. DOE Department of 
Education School District 
Profiles- 
http://www.doe.mass.edu/ 
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Winchester Documents 


External Documents 


FACTS Committee Documents 


Internet Sources 


NESDEC memorandum from 
Sally Von Benken to NESDEC 
Superintendents, dated Nov 
1999 


"School Quality and 
Massachusetts Enrollment Shifts 
in the Context of Tax 
Limitations", New England 
Economic Review, July/August 
1998, pp 3-20 


Town of Winchester Open Space 
and Recreation Plan, Winchester 
Conservation Commission 


"MCAS 1999, The Results," The 
Boston Globe, Wednesday, 
December 7, 1999, 


Winchester Public 


Strategic Plan 


Library 


"The Best Places to Live," Boston 
Magazine, April 2000, pp 102- 
148 


Senior Life Report, prepared by 
Claritas, Inc. for the town of 
Winchester 


FY2000 Cherry Sheet Manual, 
Prepared by Municipal Data 


Management and Technical 
Assistance Bureau, January 
2000. 
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Appendix D - Glossary 


Chapter 110: An Act of the legislature authorizing cities and towns to increase real estate property taxes 
for the purpose of raising revenue to pay water and sewer debt. In July, 1994 the Town adopted Chapter 
110, whereby a portion of debt service attributable to Town and MWRA water and sewer projects was 
transferred from the water rates to residents' property tax rates. Implementation of Chapter 110 has 
resulted in a reduction in water and sewer bills and an increase in property tax bills (tax-deductible for 
federal tax purposes). In FY00, Winchester's Residential Property Tax Rate without Chapter 110 was 
$12.92 per thousand dollars of assessed valuation. The FYOO Residential Property Tax Rate with 
Chapter 110 was $13.82. 


Chapter 766: A name for the state's Special Education law. 


Chapter 81: A "Cherry Sheet" account which provides funding for certain kinds of roadway spending. 


Cherry Sheet: The annual accounting from the Commonwealth describing the amount of State aid that 
the Town will receive. 


Contributory/Non-Contributory Retirement: Two pension plans operated by the Commonwealth for 
Town employees. Current employees participate in the contributory retirement system. Winchester's 
Board of Retirement, established in accordance with Massachusetts General Law, administers the 
retirement program for all municipal and certain education employees. To provide retirement benefits for 
its employees, Winchester pays an annual contribution to the retirement system. The amount of this 
contribution is determined by the Commonwealth. 


Debt Exclusion Override: By passing a debt exclusion override, a community can assess taxes in 
excess of its levy limit to pay for specific debt service (principal and interest) costs associated with a 
capital project. This additional amount is added to the levy limit for the life of the debt only. The amount 
added to the levy limit each year is equal to the debt payment due for that year. Reimbursements, such 
as state reimbursement for school building construction, are deducted from the amount of the debt 
exclusion in the year in which they occur. Debt exclusions do not become a permanent part of the tax 
levy limit base. When the debt is paid off, no further amounts can be added to the levy limit. Debt 
exclusion questions must specify the amount of the debt obligation and the purpose for which the money 
will be used. 


DOE: The Massachusetts Department of Education. 


DOR: The Massachusetts Department of Revenue. 


EFPBC: The Educational Facilities Planning and Building Committee was established by Town Meeting 
in 1995 to develop a Master Plan for the renovation of Winchester's public schools. In addition to 
developing the Master Plan, the committee has overseen the design and reconstruction of the McCall 
Middle School and is currently overseeing the design and reconstruction of the Lincoln Elementary 
School. 


Enterprise Account: An Enterprise Account is an accounting mechanism that allows a town to track and 
report the portion of a service's total cost that is recovered through user charges and the portion that is 
subsidized by the tax levy. In addition, all associated expenditures, including direct costs, overhead, and 
capital, are allocated to an Enterprise Account, so that a Profit and Loss Statement can be generated. An 
Enterprise Account also allows a town to retain the surplus generated by the service in the account, 
rather than reverting it to the general fund at year-end. Winchester operates a “pseudo” Enterprise 
Account in the form of the Water and Sewer Account. (Source: Association of Town Finance Committees Handbook, 
1999) Winchester has no true enterprise accounts. 
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Fiscal Year: A twelve month measuring period used for financial reporting purposes. The Town's fiscal 
year begins on July 1 and ends on June 30. Fiscal years are designated by the year in which the last 
month falls, e.g. For Winchester, FY 2001 is the twelve-month period ending June 30, 2001. 


Free Cash: Free Cash consists of funds remaining from the previous fiscal year that are available for 
appropriation for the coming fiscal year. Free Cash can include reversions of unspent budget line-items, 
unspent free cash from the previous year, and receipts in excess of original estimates. Unpaid property 
taxes and other deficits reduce the amount of remaining funds that can be certified as Free Cash. Free 


Cash is certified by DOR's Director of Accounts as available for appropriation. (Source: Association of Town 
Finance Committees Handbook, 1999) 


Funds (General Fund, Revolving Funds, Enterprise Funds, etc.): The Winchester accounting system 
is divided into Funds which are classification schemes for certain types of monies. For example the 100 
accounts are the main receipt and spending accounts. 


GASBIGASB 34: A new set of accounting standards by the Government Accounting Standards Board. It 
deals largely with changes in recording and accounting for capital assets. Winchester will be required to 
adopt these new standards by June, 2002. 


General Override: By passing a General Override, a town can assess taxes in excess of the annual 
27296 increase and the new growth increase allowed under Proposition 275. A General Override 
permanently increases the town's levy limit by a specific amount. That specific amount becomes a 
permanent part of the tax levy limit base and increases along with the base rate at 272% per year. 
General Override questions must be presented to the voters with a specific dollar amount and with a 
specified purpose. 


Individual Education Plans: A plan developed for a child entitled to Special Education services, 
specifying the exact services (and site for delivery of services) to which the child is entitled. 


Maximum Feasible Benefit vs. Free and Appropriate: Two alternative legal standards for the level of 
educational services to which children in Special Education programs are entitled. Massachusetts has 
just moved to "Free and Appropriate" to align itself with the vast majority of other states. 


Maximum Levy Limit: The Levy Limit represents the maximum amount a town can raise in any given 
year. The Levy Limit can increase from year to year by: an automatic increase of up to 272%, new 
growth, general overrides, or debt exclusions. All increases except those attributed to debt exclusions 
are permanent increases in the Levy Limit. 


MCAS: Massachusetts Comprehensive Assessment System, a series of examinations given to all 
students in the state in a particular grade. 


Municipal Lien Certificates: A Certificate issued by the Town stating whether the Town has a lien for 
unpaid fees or taxes against a parcel of real property. 


Municipal: In its budgeting process, Winchester uses the term "Municipal" to refer to those programs, 
departments, and expenditures that are distinct from Educational ones. Examples of Municipal programs 
and departments are: Police Department, DPW, Fire Department, Library, Town Clerk, etc. 


MWRA: Massachusetts Water Resources Authority. A state agency that provides water to cities and 
towns in eastern Massachusetts, operates sewer systems and manages the Boston Harbor clean up. 


NESWC: Winchester and 22 other communities comprise the North East Solid Waste Committee 
(NESWC). In 1985, the communities entered into a 20-year agreement with a private vendor for waste 
disposal at a waste-to-energy plant to be constructed on state-owned land and financed by the 
communities. The contract required the communities to borrow $200 million for the plant construction and 
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to guarantee to deliver 240,000 tons of trash annually. Winchester's share of the $200 million bond and 
the 240,000 guaranteed annual tonnage (GAT) was determined to be approximately 6.196, or $12 million 
and 12,375 tons per year. The contract was renegotiated in 1996 and will expire in 2006. 


New Growth: A community can increase its levy limit each year to reflect growth in the tax base resulting 
from new construction. New construction is broadly defined and includes any improvement that increases 
the value of a home. For example, if a homeowner adds a deck that increases the home's value by 
$2,000, a town can increase the property value by that amount. This would result in an increase in 
property tax revenue of $2,000 multiplied by the tax rate. The new growth provision is intended to 
acknowledge that new development may result in additional municipal and educational costs. 


Object Code: An Object Code is an accounting classification for a distinct category of revenue or 
expense in an accounting record or general ledger database. 


Overlay Surplus: The Assessor's Overlay Account represents the amount held in reserve to address 
property tax abatements. The Overlay Surplus represents the amount in excess of calculated necessary 
Overlay reserves. In Winchester, the Overlay Surplus is often tapped as a source of revenue in the Town 
budgeting process. 


Override Capacity: The amount by which the Town's levy is less than 2.596 of the full and fair value of 
the Town's taxable real property. 


Permanent Care Account: The Permanent Care Account (Cemetery Trust Fund) is a fund established to 
maintain the Wildwood Cemetery. The principal in the account is derived from donations and a portion of 
cemetery fees. The funds from this account must be invested and spent as directed by perpetual care 
agreements. If no agreements exist, interest may be used as directed by the cemetery commissioners for 
the purpose of maintaining the cemetery. 


Personal Property: Property that is not real estate but which is subject to taxation. 


PILOT (Payment in Lieu of Taxes): A payment made by a tax exempt organization to help defray the 
cost of municipal services provided to that organization. 


Proposition 2%: In 1980, the voters of the Commonwealth of Massachusetts adopted an initiative 
petition entitled Proposition 272. Proposition 2% places two limitations on the amount of property taxes a 
town can raise each year: 1). A town can never raise in taxes more than 2 776 of the full and fair cash 
value of all taxable property in the community; 2). A town's tax levy limit (the maximum amount a town 
can raise in any given year) can increase by no more than 2 7296 from year to year with certain 


exceptions: new growth, overrides, or debt exclusions. (Source: Mass. DOR, Div. Of Local Services, "A Primer on 
Proposition 2 72") 


Revolving Fund: In accordance with Massachusetts General Law, Revolving Fund Accounts can be 
established to account for service programs that operate essentially as separate businesses and are 
predominantly self-supporting. Currently, Winchester has implemented eleven such Revolving Fund 
Accounts, including: Police Special Details, Recreation Department, School Department (Lunch Program, 
Transportation, Tuition, Athletics, Building Rentals), Transfer Station Recycling Program, Sewer 
Connection Fees, and Board of Health Clinics. Two conditions typically exist in these cases: revenues are 
primarily generated by fees for service, and the costs associated with producing the revenues are clearly 
identifiable and distinct. 


SPED: Acronym for "special education," a state mandated program of services for children with learning 
disabilities. 


Stabilization Funds: Stabilization Funds are established in anticipation of future contractual and debt 
service obligations. The vote of a majority Town Meeting is required to appropriate funds into a 
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stabilization fund. A two-thirds vote of Town Meeting is required to appropriate money out of the fund. The 
Town has created the NESWC Stabilization Fund to offset future cost increases in the NESWC trash 
disposal contract, and the Buildings Stabilization Fund to assist with future debt service or operating 
capital expenditures associated with building maintenance and renovation. 


State Aid: Receipts provided by the Commonwealth of Massachusetts to aid cities and towns are 
commonly referred to as State Aid. Winchester typically receives the following categories of aid from the 
Commonwealth: Chapter 70 School Assistance, School Transportation Aid, School Lunch Assistance, 
Lottery Distributions, Additional General Fund Aid, Highway Fund Chapter 81 Assistance, Police Career 
Education Incentives, Veteran Benefits, Elderly/Veteran/Blind/and Surviving Spouse Exemptions, and 
Public Library Assistance. In FYOO, the Town received approximately $4.9 million in State Aid. 


Step and Track : Annual wage increases paid to Town employees based on the seniority (steps) within a 
job classification (track). 


Tax Levy Ceiling: The Levy Ceiling represents 2 7296 of the full and fair cash value of all taxable real and 
personal property in a community. 


Tax Levy: The Property Tax Levy is the revenue a community can raise through real and personal 
property taxes. The Tax Levy is typically the largest source of revenue for most cities and town's in the 
Commonwealth. Proposition 2 Y places limitations on the amount of levy a town can raise each year, 
and also on how much the levy can be increased from year to year. 


Trust Funds: Assets that are managed by a fiduciary for the benefit of a third party or beneficiary. The 
trustee hold legal title to the assets, but the beneficiary holds equitable title. 


Undistributed: Overhead expenses that are typically managed, reported, and expended centrally, rather 
than being allocated proportionately to the individuals or programs to which they directly apply. Town of 
Winchester examples include: Energy costs, Health Insurance expenses, and Debt Service on major 
capital projects. 


Warrant: A legal notice sent to voters in the Town, notifying them of the matters that will be before Town 
Meeting. No matter not listed on the Warrant may be voted on at Town Meeting. 


Woburn Loop: A strip of land parallel to Main Street that was purchased by the Town which much of 
which has been subdivided and sold. 
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Appendix E - Detailed General Ledger Analysis 


Revenue Analysis Using the General Ledger Data 


The Town's revenues have evolved dynamically over the last decade. This Section attempts to explain 
these changes at a variety of levels: overview, mid-level, and department level. Trends are noted in the 
text, supported, where appropriate by tables and charts. 


While the Historical Summary of Town Finances focuses on Revenues that are within the voting control of 
Town Meeting, the table below shows how all Receipts by the Town have evolved since FY 1992, by 
major fund category. The Fiscal Year is listed across the top of the table, and the Fund Description is 
contained in the left column. The number of each fund is in parentheses, and corresponds to the Funds 
listed in typical Town reports. 


1993 1994 1995 1996 1997 1998 1999 2000 
General Fund 29,876,099| 33,576,072}  36,431,783| 37,326,660} 39,810,230| | 41,664,158|  44,047,328| 47,337,329 
Receipts (100) 
School Lunch 419,486 465,007 501,816 517,188 544,693 609,616 596,114 639,766 
Receipts (120) 
Other State/Fed 139,318 229,120 343,273| 1,094,728| 1,214,044 938,735 538,028 667,030 
Recpts (200) 
Educational 854,135 659,727 792,103 530,439 729,521 563,562 756,538 486,485 
Grants (210) 
Ambulance 11,860 0 0 0 0 0 0 0 
Fund (250) 
Other Spec Rev 10,000 126,920 425,596 151,166| 1,761,646 201,387 712,312 419,819 
(290) 
Receipts for 0 430,018| 10,791,202 0 0 2,953,017 377,200| 9,365,440 
Capital Proj 
(300) 
Special 6,886 0 0 0 0 0 0 0 
Assessmts 
(500) 
Enterprise Fund| 4,712,687 4,680,451 3,121,530) 3,344,523| 3,027,940 3,428,977 3,181,598| 3,881,624 
Recpts (600) 
Revolving Fund 728,461 821,380 1,193,313} 1,043,263) 1,549,470 1,754,219 2,128,516} 1,891,064 
Receipts (700) 
Trust Fund -1,403 608,683 694,692 89,763} 1,008,025 1,631,077 2,027,848 603,835 
Recpts (800) 
Total Receipts | 36,757,529} 41,597,378) 54,295,306} 44,097,731) 49,645,570 | 53,744,747) 54,365,482| 65,292,391 


Source: Detailed Data. Significant recategorization has occurred over this period. Receipts for Capital Projects includes, 
in the year received, the full bonded amount attributable to major capital projects Enterprise Fund Receipts excludes 
interest attributable to the Water & Sewer Enterprise Account 


This table presents a broader view of the Town's finances than is typically contained only in the Town's 
General Fund Accounts, i.e. Fund 100, and indicates a few trends: 


e General Fund Receipts are a principal driver on the revenue side, and have grown substantially 
over the last eight years (subsequent charts examine this growth in more detail). 
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e School Lunch Program Receipts and Other State and Federal Receipts have grown in similar 
fashion, but Educational Grant Receipts have moderately declined. 


e Receipts for Capital Projects fluctuate significantly, driven by major fixed facility 
replacements/repairs, and major equipment purchases (primarily vehicles). 


e The Town's Recreation Department is leading the Town toward the expanded use of Revolving 
Funds. "Rec" Department receipts accounts for nearly all growth in these funds (from three- 
quarters of a million dollars ($750,000) in 1993 to nearly two million dollars ($2,000,000) in 2000. 


e Trust Funds receipts have fluctuated significantly over the past decade and have been used for a 
variety of short and long-term purposes. 


The next figure presents the same information as the table above, but in graphic form. The horizontal 
axis shows the fiscal year, and the vertical axis is in dollars. The lowest line in the chart shows General 
Fund Receipts. The other fund lines are "stacked" on top of this line, to show the relative contribution of 
each fund to total receipts. The bigger the space between each line and the line below it, the greater the 
contribution to total town-wide revenues. 


Town Wide Revenues From 1993 to 2000 
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A MORE DETAILED LOOK AT REVENUE TRENDS FROM THE GENERAL LEDGER 


FACTS examined the trends in revenue at the mid-level as well. To facilitate this view, the revenue 
sources set forth in the following table were examined together. One of five general categories was 
assigned to each of these revenue sources, based on how the revenues are received by the Town. 


e Investment Related Receipts 
Some of these receipts are generated by the financial management practices of the Town, which leads to 
interest receipts. These receipts are labeled as "Investment". 


e Receipts Coming To the Town from Persons Because Their Status is "Resident" 


Other receipts of the Town come primarily from tax levies on residents, such as the motor vehicle excise 
tax, the personal and real estate property taxes, and associated penalties and interest. These are 
labeled "Residents," because these receipts are tied to the status of those of who remit these funds. 
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e Receipts from State (and Federal) Government 


Still other receipts come to the Town from the state and federal governments. This category of funds is 
largely outside the control of elected officials inside the Town. In addition, this category of funds present 
unusual planning problems, because the amount allotted to Winchester (and its fellow towns) is generally 
not known sufficiently in advance from year to year to allow Town officials to anticipate and rely on these 
receipts for meaningful planning purposes. 


See the Demographic Section of this Report for a summary of how aid to Winchester compares to similar 
towns in the state. 

e Receipts From Organizations 
The Town has been collecting more fees from non-governmental organizations that use the Town's 
facilities, including special duty police details. 

e Receipts From Users 
Similarly, an increasing shift can be observed toward user based charges for services in the Town. A 
variety of receipts fall into this category. 


For our mid-level analysis, revenues were aggregated by category for each of the departments listed in 
the next table. 


Fund Category Depart Department Name Object Name 

100 Investment 1350 Collector/Treasurer Interest Earned - Rev Inv 

100 Investment 1350 Collector/Treasurer Interest Earned on Certificates of Deposit 

100 Investment 1350 Collector/Treasurer Interest Earned on Savings 

100 Residents 1050 Municipal Revenues Motor Vehicle Excise 

100 Residents 1050 Municipal Revenues Penalities and Interest 

100 Residents 1050 Municipal Revenues Personal Property Taxes 

100 Residents 1050 Municipal Revenues Real Estate Taxes 

100 Residents 1350 Collector/Treasurer Penalities and Interest - Tax Liens 

300 Residents Misc Receipts for Capital Projects Miscellaneous Receipts 

100 State 1350 Collector/Treasurer Additional Assistance - Local Aid Fund 

100 State 1350 Collector/Treasurer CS - Chapter 70 

100 State 1350 Collector/Treasurer CS - School Transportation 

100 State 1350 Collector/Treasurer Highway Fund - Chapter 81 

100 State 1350 Collector/Treasurer Lottery, Beano, Charity Games 

100 State 1350 Collector/Treasurer Municipal Medicare Reimbursement 

100 State 1350 Collector/Treasurer Police Career Incentive - Quin 

100 State 1350 Collector/Treasurer STATE AID 

120 State 3310 School Lunches School Lunch Program Receipts 

210 State 9800 EDUCATIONAL GRANTS STATE GRANTS 

700 Town 1050 Municipal Revenues Police Special Duty Details 
Organizations 

700 Town 1050 Municipal Revenues Rent - School Bldgs 
Organizations 

100 Town 1210 Town Manager - Rentals of Misc Town Buil 
Organizations Administration 

700 Town 3410 BUILDING RENTALS Rent - School Bldgs Cable TV 
Organizations 

600 Users 1050 Municipal Revenues Water/Sewer Fund 

100 Users 1610 TOWN CLERK Birth Certificates 

100 Users 1610 TOWN CLERK Death Certificates 

100 Users 1610 TOWN CLERK Dog License Fees 
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Fund Category Depart Department Name Object Name 

100 Users 1610 TOWN CLERK Transfer Station Permits 

100 Users 2410 Building & Zoning Officer Dept Revenue Misc Permits and Certs 
700 Users 3210 ATHLETICS ATHLETIC RECEIPTS 

100 Users 4151 TRANSFER STATION Commercial Haulers - Trash 

100 Users 4161 CEMETERY Sale of Cemetery Lots 

700 Users 4302 Transfer Station Recycling Recyclables 

100 Users 5110 BOARD OF HEALTH Transfer Station Permits 

100/200/700 Users 6200 Recreation Department All Revenues 


The following sections present trends in these categories of receipts over the last eight years. 


Receipts From Residents 


The next table shows the percent contribution of receipts from Residents to Total Town Receipts (from all 
sources). This table confirms that Winchester remains heavily reliant on property taxes and motor vehicle 
excise taxes for funds. 


Object Name 1993 1994 1995 1996 1997 1998 1999 2000 


Contribution To 71.0796 65.6596 78.2996 72.9696 68.1896 72.5896 68.2796 74.0396 
Total Receipts 


The next figure presents similar information broken out among six major categories, Motor Vehicle Taxes, 
Penalties and Interest, Personal Property Taxes, Real Estate Taxes, Penalties and Interest (Tax Liens), 
and Capital Projects. NOTE THAT CHANGES IN ACCOUNTING PRACTICE OVER THE PERIOD 
RESULTED IN THE TWO OVERLAPPING CATEGORIES of Penalties and Interest (Tax Liens) and 
Penalties and Interest. The effect of the change is not material here. Real Estate property taxes are the 
most significant driver for receipts in the Town. Motor vehicle excise tax receipts have increased 
significantly over the past few years, but are still a relatively small contributor to overall Town receipts. 
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This analysis highlights the increased insight and reliability that can be obtained through rigorous use of 
the detailed general ledger data as opposed to the aggregate financial statement reporting that is usually 
portrayed. The current inability to rely on archived general ledger information for Town budgeting and 
reporting purposes has drawbacks: 


e Accounting Changes in the General Ledger are not reflected in the public documents that are 
used as a basis for making budget decisions — a key problem in transparency. 


e Changes in Accounting Practices are virtually impossible to figure out, unless you are one of a 
handful of employees in the Town Manager's or Superintendent's office. 


e The “Special Reports" produced for discussion and debate at Town Meeting do not tie out to the 
information recorded in the General Ledger. THERE IS NO MECHANISM TO RECONSTRUCT 
HOW THIS INFORMATION was adjusted for presentation in the various budget documents. 


e Departments may underestimate the effect of “changes in accounting practices" in assuring 
financial transparency. Changes in accounting practices are made for convenience, not to 
improve the clarity of financial information. E.g., school transportation costs are distributed to the 
schools, then consolidated in Central Office. While either practice may make sense, changing 
the practice, whatever it is, makes tracking and monitoring more difficult. 


e The value of the general ledger to track very detailed historical trends in sources and uses of 
funds, and to project future trends is reduced. 


Receipts From Town Organizations 


The Town is increasing revenues by charging building rentals to local organizations, some of which are 
commercial in nature, and others that are not (including youth sports, adult sports, and adult 
organizations). The Town is also collecting increasing amounts for Special Police Duty details, typically 
associated with construction projects and events held by local organizations. 


The next table shows actual receipts from building rentals and special duty police details over the last 
eight years. 


1993 1994 1995 1996 1997 1998 1999 2000 
Police Special Duty 0 0 228,132 286,092 320,407 315,222 538,413 477,356 
Details (700) 
Rent - School Bldgs 0 0 71,479 46,872 21,214 0 0 0 
(700) 
Rentals of Misc Town 45,804 134,691 97,449 100,827 125,063 80,042 49,960 102,895 
Buildings (100) 
Rent - School Bldgs 66,640 97,351 33,201 18,700 82,861 96,174 76,043 64,868 
Cable TV (700) 
% Contribution to 0.31% 0.56% 0.79% 1.03% 1.11% 0.91% 1.22% 0.99% 
Total 


Source: Detailed Data. This chart reflects changes in accounting practice over time. The zeroes reflect some of these 
changes. Some netting may also be observed in these numbers, as well. 
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OPERATING EXPENSE ANALYSIS USING THE GENERAL LEDGER DATA 


Winchester's pattern of spending over the past nine years has also changed dynamically. At the macro 
level, these changes are best illustrated at the fund category level. The next table presents these 
changes between FY92 and FY2000, for the same categories of funds set forth for revenues above. 


1993 1994 1995 1996 1997 1998 1999 2000 

General Fund Expenditures -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
(100) 

School Lunch Expenditures -456,875 -434,215 -482,622 -505,458 -545,447 -558,071 -633,873 -668,142 
(120) 

Other State/Fed Expend (200) -249,706 -69,987 -373,590 -1,397,063 -769,826 -654,163 -761,939 -983,249 
Educational Grant -811,066 -650,552 -785,207 -609,050 -606,866 -592,247 -714,127 -568,723 
Expenditures (210) 

Expend from Other Spec Rev -650 -79,380 -88,451 -441,038 -1,553,388 -158,970 -741,383 -291,559 
(290) 

Expend for Capital Proj (300) 0 -770,600 -3,021,263 -6,143,312 -2,346,386 -2,142,467 -8,018,642 -11,547,492 
Enterprise Fund Expend (600) -4,356,150 -4,335,961 -3,192,234 -3,204,183 -3,280,690 -3,618,661 -3,706,335 -3,838,453 
Revolving Fund Expend (700) -743,279 -1,028,527 -1,394,727 -1,460,923 -1,448,178 -1,625,821 -1,976,326 -1,981,449 
Trust Fund Expend (800) -1,027,384 -419,321 -188,689 -429,326 -846,122 -435,214 -919,742 -452,747 
Total Expenses -38,497,480 -41,186,314 -45,686,659 -50,926,350 -52,021,160 -50,948,689 -60,584,843 -65,372,956 


Source: Detailed Data. Changes in accounting practice are embedded in these numbers. Expenses have been labeled 
differently over the years. Some of these expenses are reported elsewhere with revenue on a net basis. 


The predominance of General Fund Expenditures is clear. The next chart shows this same information 
graphically. The horizontal axis shows the fiscal year, and the vertical axis is in dollars. All the numbers 
in the chart are "negative" because they are treated as expenses, and will be presented jointly with 
revenues in the next Section. The Uppermost line in the chart shows General Fund Expenditures (Fund 
100). The other fund lines are "stacked" below this line, to show the relative contribution of each fund to 
total expenditures. The bigger the space between each line and the line above it, the greater the 
contribution to total town-wide expenditures. 
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COMBINED REVENUES AND EXPENSES USING THE GENERAL LEDGER DATA 


This section summarizes the information described above for revenues and expenses, but on a net basis. 
The questions FACTS is trying to explore here are the overall stability of the difference between available 
Sources and required uses of funds. The next section presents trends in net revenues (sources minus 


uses of funds) over the period from 1993 to 2000. 
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1993 1994 1995 1996 1997 1998 1999 2000 

General Fund Receipts (100) 29,876,099 33,576,072 36,431,783 37,326,660 39,810,230 41,664,158 44,047,328 47,337,329 
Tra Fund Expenditures -30,852,369 -33,397,772 -36,159,874 -36,735,999 -40,624,257 -41,163,074 -43,112,477 -45,041,142 
100 Total -976,270 178,300 271,908 590,662 -814,027 501,084 934,851 2,296,188 
School Lunch Receipts (120) 419,486 465,007 501,816 517,188 544,693 609,616 596,114 639,766 
a Lunch Expenditures -456,875 -434,215 -482,622 -505,458 -545,447 -558,071 -633,873 -668,142 
120 Total -37,389 30,792 19,193 11,730 -754 51,545 -37,759 -28,376 
Other State/Fed Recpts (200) 139,318 229,120 343,273 1,094,728 1,214,044 938,735 538,028 667,030 
(UD) State/Fed Expend -249,706 -69,987 -373,590 -1,397,063 -769,826 -654,163 -761,939 -983,249 
200 Total -110,389 159,133 -30,317 -302,334 444,218 284,573 -223,911 -316,219 
a Grants Recpts 854,135 659,727 792,103 530,439 729,521 563,562 756,538 486,485 
Educational Grant -811,066 -650,552 -785,207 -609,050 -606,866 -592,247 -714,127 -568,723 
Expenditures (210) 

210 Total 43,069 9,175 6,896 -78,611 122,655 -28,685 42,411 -82,238 
Other Spec Rev (290) 10,000 126,920 425,596 151,166 1,761,646 201,387 712,312 419,819 
ro from Other Spec Rev -650 -79,380 -88,451 -441,038 -1,553,388 -158,970 -741,383 -291,559 
290 Total 9,350 47,540 337,145 -289,872 208,258 42,417 -29,071 128,260 
Receipts for Capital Proj 0 430,018 10,791,202 0 0 2,953,017 377,200 9,365,440 
(300) 

Expend for Capital Proj (300) 0 -770,600 -3,021,263 -6,143,312 -2,346,386 -2,142,467 -8,018,642 -11,547,492 
300 Total 0 -340,582 7,769,938 -6,143,312 -2,346,386 810,549 -7,641,442 -2,182,053 
Enterprise Fund Recpts (600) 4,712,687 4,680,451 3,121,530 3,344,523 3,027,940 3,428,977 3,181,598 3,881,624 
oa Fund Expend -4,356,150 -4,335,961 -3,192,234 -3,204,183 -3,280,690 -3,618,661 -3,706,335 -3,838,453 
600 Total 356,537 344,490 -70,704 140,340 -252,750 -189,684 -524,737 43,170 
0p Fund Receipts 728,461 821,380 1,193,313 1,043,263 1,549,470 1,754,219 2,128,516 1,891,064 
Revolving Fund Expend (700) -743,279 -1,028,527 -1,394,727 -1,460,923 -1,448,178 -1,625,821 -1,976,326 -1,981,449 
700 Total -14,818 -207,147 -201,414 -417,661 101,292 128,397 152,190 -90,385 
Trust Fund Recpts (800) -1,403 608,683 694,692 89,763 1,008,025 1,631,077 2,027,848 603,835 
Trust Fund Expend (800) -1,027,384 -419,321 -188,689 -429,326 -846,122 -435,214 -919,742 -452,747 
800 Total -1,028,787 189,362 506,003 -339,563 161,904 1,195,862 1,108,106 151,088 
Grand Total (Net) -1,758,697 411,063 8,608,647 -6,828,620 -2,375,590 2,796,059 -6,219,361 -80,565 


Source: Detailed revenue data from General Ledger. Changes in accounting practice are embedded in these numbers. 


Receipts and expenses have been labeled differently over the years. 


The table below collects information previously presented. The table is a summary of comparative growth 
rates in seven drivers of revenue and expenses within the Town's General Fund. Two of these are 
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revenue drivers: the Property Tax and the Real Estate Tax. Five of these are expense drivers: Fire and 
Ambulance, Police, Employee Benefits, Education (excluding SPED), and SPED. 


1992 1993 1994 1995 1996 1997 1998 1999 2000 Average 
Change 
Receipts 
Personal Property 306,030 322,371 321,556 314,620 333,560 331,439 379,829 367,987 
Taxes 
% Change Prior 5.34% -0.25% -2.16% 6.02% -0.64% 14.60% -3.12% 2.83% 
Year 
Real Estate Taxes 25,819,007 26,556,116 29,352,271 30,051,815 31,396,210 33,405,891 33,917,943 35,807,909 
% Change Prior 2.85% 10.53% 2.38% 4.47% 6.40% 1.53% 5.57% 4.82% 
Year 
Expenditures 
Fire and -1,946,941 -1,959,245 -2,052,139 -2,130,119 -2,136,858 -2,232,745 -2,402,378 -2,471,162 -2,587,884 
Ambulance 
2200/2900 
% Change Prior 0.63% 4.74% 3.80% 0.32% 4.49% 7.60% 2.86% 4.72% 3.65% 
Year 
Police, Dog -2,071,564 -2,151,548 -2,316,230 -2,433,186 -2,450,773 -2,663,809 -2,735,506 -2,853,898 -2,929,482 
Control 2100/2900 
% Change Prior 3.86% 7.65% 5.05% 0.72% 8.69% 2.69% 4.33% 2.65% 4.46% 
Year 


Employee Benefit -4,672,393 -4,280,699 -4,533,078 -4,619,291 -4,832,323 -5,118,954 -5,179,364 -5,508,370 -5,634,338 
Pckg 9100 


% Change Prior -8.38% 5.90% 1.90% 4.61% 5.93% 1.18% 6.35% 2.29% 2.47% 
Year 
Education -11,518,203 -11,484,256 -12,476,468 -13,261,007 -13,401,587 -14,475,356 -15,001,609 -15,224,749 -16,458,654 
(Excluding SPED) 
% Change Prior -0.29% 8.64% 6.29% 1.06% 8.01% 3.64% 1.49% 8.10% 4.62% 
Year 


Special Education -1,856,171 -1,866,446 -2,029,175 -2,150,039 -2,385,836 -2,820,572 -3,305,042 -4,420,156 -4,961,135 
(100) 


% Change Prior 0.55% 8.72% 5.96% 10.97% 18.22% 17.18% 33.74% 12.24% 13.45% 
Year 


Source: Detailed Data. 


The table above reveals much about the interplay between revenues and expenses over time in the 
Town. If SPED is taken out of the mix, real estate property tax revenues are growing at a slightly higher 
rate than any other driver in the table. On the revenue side, personal property tax receipts are not 
growing as quickly, indicating that, maybe, the Town will have to increasingly rely on the real estate 
property tax for revenues. 


On the expense side, the rate of non-SPED Education costs are similar to that of the police department, 
and slightly higher than Fire and Ambulance. The growth in employee benefit costs is lower than 
Education, Police, or Fire. 


FACTS knows that the experience of the last nine years will not be repeated in the next nine years. We 
know of a few changes that are coming. 


How the Town accounts for its capital assets to comply with General Accounting Standards Board Rule 
34 is an example of a change that we know will occur over the next couple years. 


From the financial perspective, the Town's future is highly sensitive to its Real Estate Property Tax 
Receipts, Motor Vehicle Excise Tax Receipts, Capital Replacement Program, State and Federal Grant 
Receipts (and tied expenditures), Education expenses, and to changes in employee health costs. 
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We know that a combination of changes will be experienced: 


Will property tax receipts dip, as they did in 1988 — 1990, because of a real estate market slump? 
Or, will the economy continue to boom, along with the Town's property tax receipts? 


Will state or federal aid change dramatically — positively or negatively — to support school 
construction? 


Will we make a commitment to flood protection? 


Will the state's funding reimbursements for SPED and other programs change? 
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Appendix F - Enrollment Projections 


Projecting School Enrollment - A Summary of Issues and Opportunities 


BACKGROUND/OVERVIEW 


School enrollment forecasting is important because it is a major driver of the Town budget. When 
enrollment grows, more teachers are required to maintain class sizes and other variable costs increase. 
If growth is significant and sustained, it can affect the capacity requirements of the buildings, increasing 
capital requirements. 


School enrollment is one of the important drivers of the Education budget, and yet it has been a challenge 
to predict. The School Department intermittently has used three different forecasts (from three different 
sources) for planning purposes - each with acknowledged limitations. The lack of a consistent, reliable 
forecast prevents the department from being able to produce enrollment-based budget forecasting. 


The topic was raised at the 9/28/00 School Committee meeting when various members, along with the 
Superintendent, expressed concern over the present forecasts and a shared desire to identify an 
improved methodology. 


A key shortcoming of the current methods is the reliance on birth data to drive enrollment forecasts. The 
Town has experienced recent growth in its 0-5 year old population, and births data alone do not capture 
fluctuations that happen suddenly. It is logical to suggest that the models should be revised to include 
annual Town Census population counts for 0-5 year olds. 


FACTS analyzed the Town Census data and believes it indicates that continued elementary school 
enrollment may exceed current expectations, adding further budgetary strain to the Town. The FACTS 
analysis shows that elementary enrollment may exceed the present forecasts by as much as roughly 177- 
248 pupils by the year 2004. This scenario would conservatively translate to an approximate increase of 
between $950,000 and $1.3 million to the FY2004 school budget. This many additional elementary 
school students would have implications for facilities planning. 


It is important for the School Committee to proceed with planned inquiries into the improvement of the 
enrollment forecasting tools, working with existing suppliers or identifying new ones that can address 
these issues. 


FACTS CAVEATS 


The FACTS analysis of enrollment forecasting is based on a review of written materials provided to 
FACTS by the School Department. Given time constraints, there was not sufficient time to appropriately 
discuss these analyses with the demographers, the EFPBC or the School Department. Therefore, this 
analysis should be considered a starting point for discussion purposes, rather than a prescriptive 
recommendation. 


CONCERNS WITH CURRENT METHODS 


There are two key concerns with current enrollment planning: 


; Very rough calculation assumes FY99 regular education per pupil expenditures of $6,202, multiplied by .75 (conservative removal 
of overhead), and inflated at 3% per year, equaling %$5,392 per pupil estimate for 2004. 
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CONCERN #1: Three different forecasts show three different scenarios. 


Winchester has used two outside consultants to project school enrollment (Oliver Brown Associates & 
New England School Development Council (NESDEC)). In addition, the Superintendent chaired a 
Demographic Subcommittee of the Educational Facilities Planning and Building Committee (EFPBC) 
which completed an independent forecast of enrollment using an in-house adaptation of the consultants' 
models. FACTS found the October 27, 1999 report produced by the EFPBC Subcommittee to be well- 
written and clear in explaining the basic methodology employed by all three groups. The clear articulation 
enabled the FACTS Committee to understand and analyze the Town's enrollment forecasting (See Town 
Library Reference Room for a copy of the full EFPBC Demographic Subcommittee report). 


The EFPBC asked the key question within its report: 
"Consider this: 
In 1972, there were 5,500 students in the Winchester Public Schools. 
In 1989, there were 2,700 students in the Winchester Public Schools. 
Today, there are 3,288 students in the Winchester Public Schools. 
3 What do we expect to happen during the next decade?" 


The remainder of the report details methodology and assumption for an in-house version of a forecasting 
methodology used by the two consultants, Oliver Brown and NESDEC. According to the EFPBC, its in- 
house model used the same methodology as the demographers but the input data and assumptions 
differed. The results were: 


e The EFPBC's and Oliver Brown's forecasts showed a similar long-range answer to the above 
question. Enrollment was expected to peak at about 3,400 in 2004 and stay fairly stable for the 
following five years. NESDEC did not predict elementary school enrollment beyond 5 years, but 
its forecast of middle and high school for FY08 was 61 higher than Oliver Brown and 120 higher 
than EFPBC. 


e However, the three groups had variation in their five-year forecasts. For example, 


e For FY2003, the EFPBC predicted 137 fewer students than NESDEC and 58 fewer students 
than Oliver Brown. 


e For FY2000, EFPBC predicted 38 fewer students than NESDEC and 97 fewer students than 
Oliver Brown. 
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Exhibit A - Winchester Enrollment Forecasts (as of 10/99) : 


Oliver Oliver Oliver Oliver 
Brown NESDEC EFPBC| Brown NESDEC EFPBC| Brown NESDEC EFPBC | Brown NESDEC EFPBC 


Presented graphically (see Exhibit B, next page), the differences in the three near-term forecasts are 
striking: 


Exhibit B 
Winchester School Enrollment Forecasts (as of 10/99) 


3550 
3500 
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e EFPBC's forecast is the lowest overall, and it flattens. 

e Oliver Brown starts highest, but flattens. 

e NESDEC shows the highest rate of growth, beginning at a mid-point between the other forecasts. 
Each presents a different view of the future for Winchester that could have different implications for 
planning decisions. 


CONCERN #2: The three forecast methods are limited in their ability to capture migration. 


1 Note: These forecasts do not include the pre-school enrollment for the recently introduced Special Education Preschool program. 
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One of the most challenging aspects of enrollment forecasting is predicting the movement in or out of a 
district. This is particularly challenging at the present time in Winchester, when housing is turning over 
and new homes are being built. 


The three methodologies in place do not have explicit means of capturing these trends. Importantly, none 
of the methods track the pre-school aged population of the town, which has seen growth in recent years. 


Migration is captured only implicitly in all three model methodologies through two steps: 


e All of the models base their predictions on the number of actual and/or projected births in the 
community, and the historic relationship between those births and the number of kindergartners 
five years later. 


e Grades 1 through 12 are projected based on the historic progression rates of children moving 
from one grade to the next. In other words, predicting next year's second grade population based 
on this year's first grade population (and so on for every grade level). The "cohort progression 
ratios" are based on the average grade-to-grade progressions over the last three years. 


Historical patterns of migration in or out of the school system (say, to private schools) or movement in/out 
of the Town is assumed to be captured within the "progression ratios." The EFPBC made the following 
observation in their report: 


"Some observers have speculated that there may be a net influx of families with school- 
age children moving to Winchester. Such a trend would show itself in grade-to-grade 
progression rations that average more than 1.0. The data show some slight evidence of 
this but only at the elementary level. Future progression ratios should be monitored 
closely for this potential trend." 


INSIGHTS ON MIGRATION FROM TOWN CENSUS DATA 


FACTS analyzed the Town's Census data for school aged children and the findings on elementary and 
middle/high school children were consistent with the EFPBC report. The data illustrates that in-migration 
has occurred during elementary school years, but that migration into town at the middle and high school 
ages seems negligible. Exhibits C and D illustrate this phenomenon. 
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Exhibit C-Population Count by Birth Year 
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WHAT ABOUT PRE-SCHOOLERS? 


FACTS also analyzed pre-school (ages 2-5 year old) population data, which showed even greater in- 


migration than the elementary population. And, in some instances, the rate of in-migration has been 


increasing. 


Exhibit E illustrates two trends: 


e The population of children born in a given year increases over time as families with young 


children move to town. 


e The number of children in each age break increases over time. For example, there are 52 more 2 


year olds in Winchester than there were 7 years ago. 


Exhibit E - Winchester Pre-school Population Trends by Birth Year 


(Population Count at ages 2-5) 


1991 244 262 267 276 
01992 235 261 269 282 
@ 1993 258 269 283 290 
01994 268 279 279 284 
E 1995 255 270 295 304 
E1 1996 265 299 309 

01997 256 290 

1998 296 
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COULD WINCHESTER ENROLLMENT EXCEED THE LONG-TERM FORECASTS? 


If Winchester experiences continued growth in its pre-school population, or sees an increased in- 
migration of school-aged children, total enrollment could exceed the long-term forecast (of 3,400-3,500 in 
the years 2005 and beyond). Since Fall 2000 enrollment already reached 3,365 (3,332 excluding pre- 
school) it is likely that the long-range forecasts are under-predicting growth. 


It would not be unreasonable to assume that Winchester's School enrollment might continue to grow. 
External forces may be at work: 


e We are still experiencing the tail end of the “baby boomlet,” which reversed the 1980's decline in 


Massachusetts school enrollment, and drove significant increases in the state's 1990's school 
enrollment. The bulk of baby boomers are now ages 36-54, and some are still having children 


and/or relocating to communities to raise their children. The economy is still strong, and 
homeowners may be in a position to “trade-up.” 


e Winchester did not experience as much growth as some communities during the peak boomlet 


period, and may therefore, have more capacity to turn over housing than some surrounding 
communities. For example, Belmont had 90 more children enrolled in its schools in FY93 than 


Winchester, but by 1999 has 627 more children in its schools than Winchester.’ The percent of 
Winchester's population with children in the schools, at 28% (in FY98)’, may still be well below 
that of surrounding towns. 


e The Town's strong performance on MCAS may be a new force explaining the increase in- 
migration of parents with young children. It has been demonstrated that communities with high 
quality public schools have experienced higher enrollment growth than those with lesser quality 
schools.” MCAS results are only two years old, and Winchester scored 9th of Massachusetts’ 
towns. 


This phenomenon was described in the annual “Best Places to Live” issue of Boston magazine (April 
2000, p. 113). The article begins: 


“Homeowners are flocking to places with good schools. No surprise there. Three of the 
five fastest-growing communities in Greater Boston (Boxborough, Weston, and Dover) 
boast aggregate MCAS scores in the top 10. Not incidentally, the median sale price for a 
home in each of those communities has rocketed by more than $100,000 in just the past 
four years. Wellesley College Economics Professor Karl Case crunched some numbers 
and came up with what he calls “my favorite table of the decade.” 


It’s not his favorite table because he likes the results; it’s his favorite because the results 
are so stark. Here’s what Case did: He gathered 1990 population data for all of the 
children younger than eight (the kids who would be in grades one through eight in 1995) 
in the communities with the 16 worst and the 15 best public school systems. If not a 
single child in the bottom 16 had moved in those five years, enrollment in grades 1 
through 8 should have increased by 18 percent. The actual increase was 5 percent. And 
in the top-flight towns with the big-rep schools, Case’s numbers projected an enrollment 


! See School Department Chapter, page 13. 
? Source: EFPBC Demographic Analysis Report, October 27,1999, FACTS Library, Figure 3 


? See article in FACTS Library, “School Quality and Massachusetts Enrollment Shirts in the Context of Tax Limitations", New 
England Economic Review, July/August 1998. 


^ The Boston Globe, 12/8/99, p. C2 
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increase of 4 percent. The actual increase was quintuple the projection — 22.5 percent. 
Case calls this a "flight to quality." 


FACTS was fortunate to be able to consult with Professor Case, national real estate analyst, on the 
Winchester enrollment forecasting analyses. It was upon his suggestion that a more thorough analysis of 
the pre-school population was conducted, as he felt it might shed more light on whether in-migration was 
occurring. He also provided a copy of the study that is referenced in the Boston magazine article.? 


The chart below shows enrollment history and the four forecasts graphically: 


Enrollment History & Forecast 
4000 
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o 9 9 9 8 989 8 S 
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A FACTS Scenario on Elementary School Enrollment 


This section provides a summary of the FACTS enrollment scenario and the method used to derive a 
school enrollment forecast through the year 2004. 


FACTS must caveat that this forecast and methodology are directional in nature and still do not fully 
address the need for a better understanding of demographic trends driven by housing turnover and 
housing starts. Its intent is to reinforce the need for better analysis in this important area, and to 
demonstrate the value of using Town Census data for enrollment planning. The FACTS methodology is 
only one prototype methodology that utilizes Census data, for purposes of our analyses. 


USING TOWN CENSUS DATA TO AID PREDICTIONS 


FACTS developed a forecast through FY2004 of elementary school enrollment using the Town Census 
counts of the pre-school population as a driver. The forecast indicates total enrollment may grow to as 
high as 3,611 by the year 2004. This projection exceeds current School Department forecasts by 177- 
248. (Note: The current forecast by NESDEC shows lower enrollment in 2003 and 2004 than the 
forecast supplied in the EFPBC report in October of 1999). 
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FACTS Forecast Compared to Alternatives 


Including Estimated Budget Impact of Variances’ 
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FACTS Forecast Methodology 


The methodology used is an adaptation of those presently used by the demographers and the EFPBC?, 
but modified to include population count of pre-schoolers as suggested by Karl Case Wellesley 
Economics Professor, and national real estate analyst, who has studied Massachusetts enrollment 
trends. The basic FACTS methodology involves three steps: 


1) 


Forecast age-to-age “progression ratios.” A progression ratio represents the growth in population 
as children age. For example, if there are 10% more 3 year olds in Winchester this year than the 
number of 2 year olds last year, the 2-3yr progression ratio would be 1.10. This would indicate that 
there had been in-migration. A progression ratio of less than one indicates out-migration. 
Progression ratios for each future year were forecasted using a regression to capture the trend in 
migration. 


Forecast the size of the preschool population by age for each forecast year. This is 
accomplished by multiplying the appropriate “progression ratios" times the population counts by age, 
beginning with current actual population count of pre-schoolers. Each forecast year is then used as 
the base for the following forecast year. 


1 Assumes FY99 Actual Per Pupil cost of $6,202 multiplied by .75 (conservative removal of overhead), and inflated at 396 per year. 
(Note FY2001 is two years later than the FY99 base figure.) 


? See EFPBC Demographic Analysis Report, October 27,1999, FACTS Library 
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3) Project the number of children enrolled in school. FACTS used the same “grade-to-grade” 
progression ratio methodology employed in the School Department forecasts, with one minor 
modification. Existing methods project Kindergarten first (from births 5 years prior), then T: grade in 
relation to kindergarten the prior year. The FACTS method projects Kindergarten based on the 
population of 4 year olds the prior year, and qe grade based on the population of 5 year olds the prior 
year. Second grade and above are projected using the same age-to-age progression ratios 
contained in the EFPBC report. (FACTS found that the Kindergarten enrollment rate fluctuates, as 
some residents opt for private kindergarten, and the proportion seems to fluctuate year-to-year.) 


An illustration of a forecast: 


Births YAG YAG YAG YAG YAG YAG YAG And 

2yrago |2yrpop | 3yrpop | 4yrpop | 4yrpop | 5yr pop aie gr. oie gr. So 
enroll enroll On... 

X X X X X X X 

Birth-2 | 2-3 yr 3-4 yr 4-5 yr 4yrK  |5yr1"g | 1%2 | angi 

Ratio Ratio Ratio Ratio Ratio Ratio Ratio Ratio 

- pop - pop - pop - pop =enroll | -enrol | =enroll | = enroll 

2 yr olds | 3 yr olds | 4 yr olds | 5 yrolds | Kinderg | 1* gr. 2™ gr. 3" gr. 


Note: YAG is Year Ago 
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PROGRESSION RATIOS 


Town Census data indicates that families with infants and toddlers are moving into Winchester, 
and the trend is on the rise. 


The highest rate of in-migration occurs with families who have young children. This is illustrated 
below in Exhibit F. The graph shows that average annual rate of age-to-age population growth 
(progression ratios) decreases with age. A ratio greater than 1.0 indicates in-migration, equal to 1.0 
indicates no migration, less than 1.0 indicates out-migration. 


The older age populations (8-17) tend to be stable, with progression ratios right around 1.0. This 
would indicate that families with children tend to remain in Winchester as their children grow up. 
(However, they may decide to enroll their children into private schools at older ages, causing enrollment 
progression ratios for some older grades to fall below 1.0). 


Exhibit F - Average Progression Ratio 
by age For Population Count 
(1994-2000) 


12 yr-13 yr 
10 yr-11 yr 
8 yr-9 yr 
6 yr-7 yr 
4 yr-5 yr 
2 yr-3 yr 


Births-2 yr 


0.90 0.95 1.00 1.05 1.10 
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Exhibits G and H illustrate the growth trend in the infant and toddler populations. The regression trendline 
indicates that progression ratios have been increasing over time. In other words, not only is there in- 
migration in the 0-3 year old population (index greater than 1), but the rate of in-migration is increasing. 


Exhibit G - Progression Ratio History 
and Forecast (2-3 yr olds) 


—R-— 2 yr-3 yr 
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Exhibit H - Progression Ratio 


History and Forecast (Birth-2 yr 
1.2 
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In contrast, there is a lesser decree of in-migration among the 3-5 year age range, the trend is relatively 
stable, as Exhibits | and J indicate. 


Exhibit | - Progression Ratio History & 
Forecast (3-4 yr olds) 
1.2 
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Exhibit J - Progression Ratio History & 
Forecast (4-5 yr olds) 


1.100 
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The In-migration appears to decrease the further up the age line (as indicated in Exhibit A). In addition, 
the trend is virtually flat (no growth in in-migration) starting at about age 6 through high school ages. 


1 Additional data for older ages is available in the FACTS Library. Or, by clicking on the graphs shown here in the electronic copy of 
this report. 
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Summary 


There is a possibility that the Town may experience greater than expected growth in school enrollment. 


It is essential for the School department to move quickly on its stated desire to work with its consultants to 
develop a better, more reliable school enrollment forecast methodology that can allow for enrollment- 
based budget forecasts. Methods which incorporate housing turnover projections and demographic data 
should be explored. lt may be useful to research methodologies used in other towns, especially those 
that are experiencing in-migration. 


e The Town Census is a tool that should be used more to aid in the analysis of school enrollment. 
There are at least three ways this data could add value: 


e Track pre-school population count and monitor growth spurts, to reduce enrollment surge 
surprises and signal changes in migration patterns. 


e Incorporate the pre-school population data into the forecasting model to bridge the gap 
between Births and Kindergarten enrollment. 


e Private school enrollment can be tracked across all ages via the Town Census. The Town 
Clerk indicated that the census form can be modified to capture what school a child attends, 
in addition to the birth date of the child. 


e |t would simplify planning to have only one forecast of enrollment that is used for planning 
purposes throughout the town. Responsibility would most logically rest with the School 
Department to produce and update enrollment projections. It might be helpful to develop 
projection scenarios that identify a range of enrollment outcomes, depending upon various 
assumptions. Forecasts also need to provide data at the school level for facilities planning 
purposes. 


FACTS Enrollment Forecast Summary 
The following section includes summary tables of the data used to develop the FACTS Enrollment 
forecast: 

e Table of Annual Town Census population counts by birth year 


e Table of "Progression Ratios” calculated from the population data, and forecasts for pre-school 
progression ratios 


e Forecast of preschool population (ages 2-5) using forecast progression ratios 
e Progression Ratios for 4 year olds to Kindergarten and 5 yr olds to 1% grade 


e Forecast of school enrollment (using preschool population forecasts and enrollment progression 
ratios) 
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Annual Town Census Population Counts by Birth Year 


Year 

Entering Birth Est. 

Kinderg. Year Jan-86 Jan-87 Jan-88 Jan-89 Jan-90 Jan-91 Jan-92 Jan-93 Jan-94 Jan-95 Jan-96 Jan-97 Jan-98 Jan-99 Jan-00 

1999 

2003 1998 262.1 
2002 1997 256 
2001 1996 299 
2000 1995 270 295 
1999 1994 268 279 279 284 
1998 1993 269 283 290 309 
1997 1992 269 282 299 312 
1996 1991 276 291 293 302 
1995 1990 297 306 314 328 
1994 1989 323 334 334 344 
1993 1988 273 282 277 271 
1992 1987 276 270 281 276 
1991 1986 267 266 262 270 
1990 1985 258 259 261 259 
1989 1984 269 275 272 276 
1988 1983 276 278 272 275 
1987 1982 237 238 243 238 
1986 1981 244 244 244 231 
1985 1980 243 242 236 222 

Census YR Births: 245 244 250 246 N/A 

(‘98/99 births are NESDEC est's) 
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Population Progression Ratios, Calculated from Population Data 


Progression Ratios: Est. 

Jan-87 Jan-89 Jan-90 Jan 91  Jan-92 Jan-93 Jan-95 Jan-00 Jan-01 
Births-1yr 0.926 
Births-2 yr 1.039 
1 yr-2 yr ZDIV/O! 
2 yr-3 yr 1.050 
3yr-4 yr 1.045 
4 yr-5 yr 1.043 
5 yr-6 yr 1.018 
6 yr-7 yr 1.053 
7 yr-8 yr 1.027 
8 yr-9 yr 0.998 
9 yr-10 yr 1.008 
10 yr-11 yr 1.004 
11 yr-12 yr 0.996 
12 yr-13 yr 
13 yr-14 yr 
14 yr-15 yr 
15 yr-16 r 
16 yr-17 yr 
17 yr-18 yr 
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Forecast of Pre-school Population (ages 2-5) 


Actual 

Projected 
Projected 
Projected 
Projected 
Projected 


Progression Ratios B-2 yr 2-3 yr 
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Progression Ratios for: 
Four year old to Kindergarten (and first grade) 
Five Year old to First Grade’ 


1yrago Progression 2yrago Progression 1yrago Progression 
Kinderg 4 yr olds Ratio 1st grade 4 year olds Ratio 1st grade 5 year olds Ratio 
2000 249 295 
1999 219 279 
1998 221 283 
1997 251 269 


avg (97-99 (used in forecast) 
avg(98-00) 


1 Note: 2000 1* grade total divides multiage by 2 to get 1* grader portion of multiage. This should be updated. 
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FACTS Enrollment Forecast 
And 3-yr Average Progression Ratios 


Mulitiac 182 
K 1st 2nd 3rd 4th bth 6th 7th 8th 9th 10th 11th 12th TOTAL 
Actual 2000 Enrollment 249 250 279 279 276 312 273 263 228 250 237 223 213 3332 
Actual 1999 Enrollment 219 284 273 286 308 265 248 228 251 235 233 205 175 3210 


Progression ratios: 

1999-2000 (Calc'd from Actual Enrollment) 0.982 1.022 0.965 1.013 1.030 1.060 1.000 0.996 1.009 0.957 1.039 
1998-1999 1.007 1.018 0.984 0.989 0.936 0.979 1.020 0.936 0.979 0.940 0.967 
1997-1998 1.029 0.997 0.975 0.980 0.996 1.025 0.987 0.979 1.023 0.968 0.961 
3 ry avg. (Used for FACTS forecast) 1.006 1.012 0.975 0.994 0.987 1.021 1.004 0.970 1.004 0.955 0.989 


2 yr avg. (Used for 6th-7th only) 1.002 


EFPBC Prog. Ratios (3 yr avg 1997-1999) 0.987 


FACTS Projected enrollment 
2001 
2002 
2003 
2004 
2005 
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Appendix G - Additional Economic Projections 


Additional economic projections will be available in a later version of the FACTS report. 


